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Chanter I
RACKN PUND, 19161950

Seope of the Present Study

The purpﬁse of this study is t¢ trace, within certain limita-
tions,l the organizationsl development of Central Intelligence =nd
of the ‘entral Intellicence Azeney using as » chronolozical euide
the perio? covered by the administration of Jeneral slier “edell
cmith ({atobar 7, 1950-February 26, 1953). In order to make clear
whal Toneral .mith was able to accomplish, it is desirable to trace
very Sriefly the main eventa in the development of Central Intellie

gance over the four years that preceded his term in office.

Theories #slaitinsg to CIG

ildney /. Louars, first Director of Tentral Intellizonce
(January 22, 19LA « June 10, 1946) had an a'ventere that was shared
by netiher of éﬁé two mon who immediately succeaded hiw, in heing
trovaughly familisr with Lhe plannine that underlar the egiablishe
rent of “gntral Intelli-ence. i3 Asgsistant Jirector of daval
Tntelliszence durin~ Lne war, he had been in position to kaow at

firat hend tne inoer workinus, not only of the 0ffice of Naval

1this study is not concerned with Lhe components of UI2 wunder
tho Teputy ‘irector (Plans), except to mention them in relation to
the "overt” scriviiies of the Agency.

~y ?’ - ‘f Y
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Intelligénce,-but of the other nilitaryvintelligence services, the
Office of ftrateric Services, and the Joint Intalligénpe Committes,
,‘kudhg 1955, he had worked ¢13301; !1t§'var1ous graupé th#t were
instrumental in bringing a plan for Central Intelligence into exist~
ence. It was Souers, as a committee of one, who had wfitten the
inteliigence fecommendations for the commitiee on the unifiéation of -
the War and Navy ﬂcpartments,‘headed by Ferdinand Ebaratadf (June 19&5).1
With such a background, Sousrs well understood the natuge.of
the Central Intelligence Group created by the President's memorandum
establishing a central intelligence systém, dated January 22, 19216.2
Aside from designating the Secretaries of State, War, énd Navy, plus
the Preasideab's personsl representative, as the National Iﬁtelligence
- Authority, the essential clauses in this mnmorandumidirectad tﬁe
newly suthorized Mrector of Centrnl Intelligence Lo do three things:
"o distribute within the government "strategic and national policy
intelligence" 3 resulting from the correlation and svalustion of
intel iicence relating to the national securlity; to plan for the

coordination of national intelligence activities; and to perform

»

1 see HS interview with &, W. Souers, Jan, 25, 19523 in Q/D‘I/HS
files. v

2 5ee Aunex A, below.
3Ebr comments on the meaning of this term as understood by those

drafting the basic documents for CIG, see memorandum from L, L. ontague
07, to vhief ICAvS, Feb, 5, 19L7; in 0/NCI/HS files,

o
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services of common concern to intelligence where indicated. Souers
-was fully aware of the limitations implied under thess direstions.
For whatever form "strategic ggi,ngtional poliaj intelligpﬁco"
was to take, 1t was certainly goingﬁté'be dependent on sources. of
iﬁformation ¢ontrolled by the Departments of State, &ar;_and Nawy.l;
These departments collectively were also--in the persons of ihe:le
secretaries {the National Intellipmence Authority)e-the controlling
authority for the Central Intelligence Group. The assistants to the
Group's Directdr, who were going to do thé actual’“correlation and
eveluation” of intelligence, were to be representatives of these
same denartments and further responsible to the departmental Secre-
~ taries through their chiefs of intelligence {tha~Intelligence'Advi- X
sory Hoard). The concern of these assistants, however, was ﬁot to
be with the departmental aspects of the material they "correlated"
bntAonly with its "national security" asﬁects. Hence, their true
function was first to determine what intelligence was significant
with respect to national seecurity; then to evaluate it in terms of
national strategy and policy. | |
The seme applied to the coordinating function and to the

establishment of "services of common concern.” The overriding

1 4o separate collection service for CIG had been planned at this
vime., The Strategic Services Unit, 2s a caretaker organization for
the liouidation of 035, could not be expected to furnish adequate
intelligence for CIG '

I 3
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censideration was the "national security” as intelligence was related
to it, Wartime and postwar experience had indicated that ﬁhe govern-
mental intelligence structure had met been ideally designed from this
point of view. The object of "coordination" was to modify the struc-
ture, or fedésign'it if necessery, to the end of making it more ade-
quate~f6r the specific requirements of national polic& and strategy.

- If this recuired a centrally directed collection aervice, or & pool-
ing of forsign language translation resources, or any sort of major
or minor adjustment of the conplexbaf the govnfnnental intalligahce
as it existed in 19L6, then the adjustment should be made, But it
would not be made by fiat of the Director or any other individual
{short of the President), but by the NIA. The primary function of
the Nirector and his associates, designated as the Central Intelli-

gence Group, was lo recommend to the NIA what should be done,

- Souers'! Ideas of Orcanization

The Nirector, in other words, was the representative of tﬁe
National.Intdlligéncé Authority in matters of intelligence having
to do with the national security. He not only worked for and Qith
the Nationel Intelligence Authority, but was part of the intelligence
structure that the Authority collectively comprehended. . His "(roup
consisted of "persons and facilities" assigned to him by the National
Intellligence Authority from its constituent departmenta.l He had no

1 NIA-1, ¥eb, 8, 1946; in Annex C, below,

I &k
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appropriztion nor eny right to employ or dismiss indégen&ent of the
NIA, Under the concept cutlined above, however, e did not need
these risnts. The Jentral Intelligg;ce Group was & part ofy, not
apart frcﬁ, the deparimental intelligence structure th»tthad
emerged from the war, | |

in the opinion of Souers hiaself: "lHe set out to esﬁablish

the Group as s small body of experts drawn from the several :¢part-

ments, and serving them," 1 ‘low the eoncept would work out in prac-
tice remained to be seen, In theory at least, there was no reason
why a sentrsl lntelligence roup dirscted in accerd&nce uiﬁh such -
a concept should not accomplish the objectives for which it was
designed. |
Souers organiszed the original Central Intelligence “roup
accordingly. :is organization consisted of two units: & Centrai

ieports Steff, and 2 Centrsl Flanning &taff.z

The first of these
wag to discharge the Jroup’s responsibility with respect to cor-
relation and evaluation of national intelligence. The other.was'

to deal with the "coordination” of national intellirence activities,
rach of these staffe, of course, consisted of peraanﬁ assigned

- from and paid by the depariments represented in ithe National

1 italics ours, OSee Historical Staff interview with 5. w. uouars,
Jan, 25, 1952, ‘age 15; in C/.CI/HS files.

2 See ‘nnex B, below,

>eURET
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Intelligence ‘uthority. The head of each Staff, howevet;, "reported”
directly to the ﬁirectcr of Central Intelligence, ,

The Central Slanning itaff (quiy'Februa:y ~ July 20, 19L46)
had the larger share of the immed;ﬁ%% work because many important
problems concerned with postwar intelligence activities were pressing
for immediate solution. The task facing the “lans 5ta:f was, in effect,
to make recommendations as to how the intelligence structure thst
had energed from the wor might becéme better fitted to pcétmar needs.
flreedy, in #arch 1946, little more tham a month after entrsl Intel=
ligence had even been Bet in motion, the Staff was wrestling with a

total of some eleven prcblems,l all of them demanding solutions and

1 These were:

a, bSurvey of all existing facilities for the collection of
foreign intulligence informotion by clandestine methods,

b. Survey to determine what coverage uf the foreign langusge
press in the United States is desirable for intelligence
purposes, and how the coverage should be obtained.

ce Gturvey of the collection of intelligence in vhina,

de ixamination of the problem of the Joint Intelligence Study
‘ublishing Board and determination whether there should be
any change in its supervision and control.

e, Jludy of roreign Broadoast Intelligence vervice--where it
should be placed, ete.

fo JSurvey of inteliigence availsble in the inited Stetes from
colleges, foundations, libreries, individuals, business
concerns, and sources other than those of the Jovernment.

ge Survey to determine need for index of U. 5. residents!
foreign intelligence information.

he Litudy of the exploitation of ‘merican businesses with cone
nections abroad which might produce foreign intelligence.

i. Study of problems of psychological warfare.

Jo Durvey of the adequacy of the intelligence facilities
related to the national security.

ke Cowpllation of all types of factusl stretegic intellizence
on the UsSil,

See records of the CPS in O/ICI/HS filea.

1 6
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none offering an easy cae,jpartly because each of them requirved
multiple negotiations, and the agreement‘gf each 8rency concerned.

Where agreesnent @3 not férthge;;§§, resort would be to the
kationzl Intelligence suthority itsnii; ﬁut there gould hardly be
a disposition te éak the Secretarics of State, @ar, ant havy to
deal personaily with each problem that might be facing the ventral
intelligence .roup. This meant thit the activities of the ‘lans
ctaff would be Jikely to produ&é more ¢iscussion than sclution.’
in point of facf, the i"lsns Staff, instcad of protiding 8 quick
succession of soluticns, left many of its problems still in sus-
wense after five months,

The Central leports Staff, on the other hand, had eszontially
only onc problem. This problem~~how to develop strategic and
national palicy.intelligence for use by the iresident and the
National Intelligence Authority--was 6bviausly not susceptible of
immediete soluticn, &s certsin of the planning problems inherently
were; but glven time, it was theorcticelly possible for the Staff
to construct the necessary spparatus whereby this type of intelli-
gehce could be pioduced. The construetion of such ean appsratus,
however, presupposed: (1) 8 collection system capable of su port=
ing & national intelligencs effort; (2) research facilities ade=
quate to interprel the material collected; and (3) staff "estinmators®
of the highest quality obtainasble from or to be acquired by the
ezencies making up the Uentral Intelligence Jroup. Logleally, it

I 7
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would be unwise for the Staff to begln sc Serious & trsk as furnishe
ing stretegic and national policy intelligence until =t least these

requirements had been met,

Hodification Hequired by NIA-2

Fefore the “eports Staff had even been formed, houwever,

1 for & centrally predﬁced daily digest of

‘resident Trumen's cdesire
all important inpoming intelligence had been given substence in the

2nd Mrective of the National Intelliéence futhority (& February 15L46),
anc the task of furnishing this digest had been assizned to ct5.2 The
result wes to impose upon a Staff esteblished with a view to drawing
deliberate conclusions from the evidence provided by iﬁtelligence, é
pattern of activity of an essentially different character. The question
is not so much whether tha.functions‘ot current intelligence reporting,
and these of drawing final conclusions from intelligence should have
been ledzed in the same office; but rether whether theAimmediate

and continuous denan& created by deily reporting a2t this stage in

the btalft's development would necessarily convert it into 2 current
intelligence group regardless of any desives or plans to the cone

trary., wWithout division and enlargement of the starf, there

would be little time for an orderly development of a program for

1 sea istorical Staff interview with S. W. Sousrs, Jan. 25, 1952,
lage 9-10; in O/ICI/HS files.

2 See ‘nnex ., below.

SEGRET
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intelligence srtiuctes wﬁilﬁ!d&ily current intelligence had to be .

delivsred, v
4tnneed, the urgency of the Prg;ﬁdﬂnt'" request left Ainsuf~-

ficient time even to make adequate é;i;aratlons for the daiiy bule
letin itself, The Central !lane Sta’f Lud cne week (Ff ~ lb

thﬁxié/ to work cut 21l the d.ﬁaila involved ir .vcparation of
relisble current intelligence on a national bd$lﬁal Jhereafter,
bne dunrniis of the daily Sumnéry necesszcily continued to take
arecedsnce over all others besetting the .eports Sta“f. tven two
vears later, when the staff hed become a large office of research,

this continued in large measure tc be true.z

The “ersonnel ‘roblem

the vther problems were wadny, but the one that tronscended
them #1l was personnei., 7he process of "correlation and evalua=
tion* wnlch belonged peculiarly to the weports Ltaf, required
persons with & type of nind and experience rare in coubination.
in order %o acquire such persons, accurding to the irectives, the
aroup must lock to the 2gencies under the Hationel inteiliygence

futhority, but the .roup had no povwer to do more than request itranse

ligence, the members of the NLA were not necess:rily anxious to

grant such requests., dence, there took place all thrcugh 1946 and

I‘Zha first issue of the J81ly Summary was published Feb, 15, 1g9ké,

See .hapter ViI, below.

" SECRET
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into 1947 a determined but. ngt ‘wery successful effort on the part
of the Reports ta f to acquire the people it nceded.l
In his final report on June 10, 19&6, on his usparture from
©17%, Admiral Souers singled out th. pcrsonnel problem &8s a vital
one calling for solution, He pointed out in general, however, that
during the four months just passed a good deal of progress had been
made tpward laying the grcunduork.for ventral Intalligance.z
Souers left to Ueneral Hoyt 5. Vandenberg, his succaasuk,
an orgenization consisting principallj of the two Staffs just
described, plus the micleus of organisations concerned‘yith the
dissemination function accorded to CIG, its security, and such
internal administrative problems as might erise., The latter,
however, under the Oroup concept in force, would be lafgely 2
matter of inter-sgency liaisan.J
As Souers left it, CIG was still 2 body within the »IA
intelligence siructure. It could easily become &n entity apart
from the Jroup if the Authority were to decide that the problem
of postwar intelligence could best be sclved by that means, oi

it could develop as a coordinating mechanism for the total struce

ture of which it was a part,

1 see H: interview with L. L. Montague, April 1, 1952, in O/DCI/HS files.

2 vigest of CIG irogress aeport, June 7, 1946, in U/ICI/HS files,

3 Kecause CIG must look to the 1B agencies for funcs, pewaonnal, and
services,

I 10
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Vandenbe:g}s eclsions and Actions

Dering the eleven months (June 10, 1946 « May 1, 1547) when
he held office as .irector of Santril Intelligence, ienerzl Hoyt S.
Vandenbérg made decisions 2nd obteined agreements that'haﬁ the
effect of radically sltering both the theory and the structure of
Lentral Intelligence. The most important of these decisions were
made #nd carried through airing Vanﬂenbcrg 8 first three months in
office.

The principal and basic declision concerned the responsibility
of the Director with respect to the "strategic and nationsl policy
intelliyzence" estimates that would be the produet of “"correlation
and evaluation" of intelligence relating to the national security.
#1though these estimates would constitute but one funetion of the
tentral Intellipence Group, they were the function that, in a sense,
comprehended the reat.

inasmuch as the estimates wers to be produced by the croup,
they would be the product of iroup effort and thus of the community
of intelligence agencies under the NIA, As such, they could be
rendered in the name of the droup, the (roup as a whole belng
answerable for ﬁhem. Or they could be rendersd in the namevof the
irector of entral intelligzence who alone would be answeravle for
them. ¥rom the point of view of an official usinyg the estimatesn,
the difference misnt not be great. From the yoint of view of the
producer, the difference might be consziderable because sole

I 11
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responsibility for the thing produced implied scle suthority over
the means of production,

According to Teneral Vandenmberg, "National Intellirense
Fatimates « « » had t0o be tne opinion of the [drector.” & conceded
the ri;nt of his colleagues on the intelligence Advisory poarad to
enter contrary opinions if they chose, which he would feol duty
bound to forward along with the official cstimates. Iut the esti- |
mate itself would be his, and he would stand responsiblie for it.

The reason given by Vandenberyg Haé that his agpolntment zs lirector
of leniral Intelligence constituted an order from the I‘resident of
the imited ntates; which order entailed all the responsibility of
command.z

Fundamentally, it was Vandenbery's attitude toward the
Jrector's rﬁapongibility that dietated the three demonds that he
successfully placed before the Nationel Intellizence Authority
between June 28 and Septeéber 5, 1946; for the right to collect
foreign intelligence apart from the depsrimental collection services,

for the right to conduct intelligence research, and for the financial

independence necessary to maintain control over the persons engagéd,

1 vredecessor of the intelligence Advisory vommittee. Authorized
by cars. 7 of ‘resident Truman's letter of Jan. 22, 1946 (see Annex 2,
below) to consist of the *, ., . heads . . . of the principal agencies
of the government having functions related to the national security
&g determined by the National Intelligence Authority."

2 Faragraph based on Vandenberpgt!s own statenents., Sce [listorical
Staff interview with Vandenberg, March 17, 1952, in 0/DCI/HS files,

I 12
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in these snd other cotivities. Although all of these were important,
only the last two will bLe considered he;é.l
The principle ol hu-ing research conducted Ly .0. was asproved
in the Vifth iirective of the .ationpal Intelilzence ubnority, on
July b, 1946.2 The relevant Faragraph stated that:
"In perloraing the functions specified in arzgraph
3=a of the resident's letter, the _irector of .entral
intelligence is hereby authorlzed tu undertake such resecrch
and analysis a8 may ve negessary to detersine what functions
in the fields of netional security intelligence ore not
being presently perfomed or are not teing adequately pere
Tormed., [ased upon these deterainations, the iirector of
“entral Intelligence may centralize such research ang
analysis activities 2s may, in his opinion and thzt of the
appropriate member or members of the Intellizence /dvisory
Doard, bo more efficiently or effectively accomplished
centrally,® 3
Literally read, this paragraph is little more than a state-

ment of the cbvious; perhaps even 8 redundant statement in vieow of

l'See footnote, page 1, above.

2 See /nnex ¢, below., The officers approving NIie5 were: iean
Acheson, fcting Gecretary of State; Robert -, Pattaerson, Secretary
of sarj John L. Sullivan, 4cting secretary of the Mevy; and #illiam
Ue Leahy, Upecial iepresentative of the “resident.

3

-

Lee fnnex O, below, paragraph 2,

I 13
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the aiready~-siated function ol Central intelligemce to 'cuordinete
intelligence sclivities," aad to perform "services of common concern."
“anifestly, @ survey of research activitiés would Le “cuoraination,"
wille centralization of some of them in Cl. Would create a "service
ol ccmm&n concern,”

ine action tuken by Jseneral Vandembery in resyunse to thé
lireetive, ﬁéuever, tended %0 v beyound its literal lerius, for he
procesded at once, apparently without seérious consulisiion with the

14,1

%o establish & full-scale research sctiviiy within CIL3 by
expansion of the Central .eports Staff., 7This action wes in line
with--1{ not necessary to--ienersl Vapdembery's concept of the
Lirector's responsibility. The flaw in the arrangement was its
incompleténesg. In the nature of things, it would be a lonz time
before the means either of collection or of interpretation Qould
reach sufficient maturity to constitute a firm basis for the exercise
of individual responsibility by the lirector of Centrel Intelligence.
In the particular nature of the particular case, no central aysteﬁ

of intelligence collection or interpretation would be likely to

become self-sufficient short of a centralization that would have

1 ‘Astorical examination of pertinent docunents has disclosed
no evidence that leneral Vandenberg complied with the litersl
terms of MiA-S in this regard.

I 14
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the effect of 2belishing or incorporstir’: all other intelligence
gjenciess In Whe absence of such an unlikely ~nd radical develop-
nent, the certrsl resesrch organization could cnly emerse on =

par with fgzency research organizdtioa: and in direct conflict with
their activities,

Vandenberg's interpretation of WIA-S was also certain to heve
an effect on "coordination” of estimetes., In Vendenberg's view,
a8 hes teen noted, national estimates were to be his alone to
which the 17 had a right to enéer‘a contrary opinion. In prace
tice, however, this theory would call fer unilsteral procuction
of estimates by CI which would be snbﬁitted, without, the neces-
Bity of discussion, tec those who had the rirht of dissent. . uch
& practice would have required CIG to hsve independent resources
for the production of estimates, which in fact it did not have,
in point of fact, then, consultation would be necessary. The
sctual degrce to which the IXI could make his opinions prevail
would de.end upon the suthority with which he could spesk, which
would be circumscribed in accordance with the limitations of his
orgenization and thus of his independent knowledge. Hence, the
iirector's nosition would ultimetely become one in which 4e would
elther have tor (1) acecede to any contrary opinions of his contem-
poraries; (2) take the risk of maintaining = position of which he
could not be fully sure; or {3) find the means of nore complete

control over the scurces of intelligence estimates, Vandenberg's

I 15
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success in belny mace “execu;ive agent" of the LIA on rebruary 12,
1947, was 2 icve in the dire;tion ofﬂﬁﬁéh control, whose efficacy,
however, woul& depend on the exteﬁ€;£o wiaich the lirector pressed
his newly-found pouer.l

' Finaﬁnial 1ndepend¢nce--the third element of JVandenkerg's
- series of demands noted above-was a’girt ¢l the sameé development,
Ustatlistment of independent ébllection and research under the
‘irector required that the .irector be able tu control persozmél
engaged in these activities, which he eculd do Qﬁlj if they were
in his employ. The method of assigﬂhent ol personnel frowm the WI#
dopnrtmenﬁs for duty with the Croup would not serve this purpote,
‘or personnel sc assigned would always be under the nltimate con-
trel of their parent departments.

‘egquisition of financial indepoﬁdence, nowever, had sncther

important effect: it tended--even before the iational Security
~ Acy #as passed in 1947--to ereate a central intelligence "ageney"
as cpposed {o & coordinating *group". hersas pre#ionaly bhere

had been no need of a full-scale administrative structurc,

1 iriefly, at the ninih meeting of the iLi, the Authority approved
the stetement that the DCI should “cperate within his jurisdiction
a8 an agent of the Secretaries of State, «#ar, and Havy," so that
his decisions, orders, and directives "should have full force and
effect &3 emanating from the Secretaries.” Jith this power, vandenberg
was theoretically in position to direet the work of the Chiefs of
intelligence in the three departments. iuring nis tirec remaining
months in office, however, he seems to have taken no advantaze of
this zuthority. Admiral :iillenkostter, his successor, voluniarily
surrendered it at the tenth meeting of the NIA, June 26, 1947. See
minutes of 9th snd 10th meetings of the HiA in O/DJI/HS files,
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thure now was a requiresent t.?mt, In the long run, could only be
mot by fully staffed sdainistrative offfees of diverse tyoes con-
trolled by end working for lentral Intéliigencc as an entity

apart froa the Jroup.

Coordinstion of Activities under Vandenberp

The decisions and action of Jenersl Vandenbor: so lar discussed
_concerned his funcbiéns with respect %0 Yeorrclation and eveluation"
end "services of comwsion concern," but net the third functiﬁn of
“woordination of intelligence activities." Vandenberg's insiztence
oun being made "executive agent” of the *ational Intelligence Authority
msy indicate that he hoped ultimately to be in position to cocrdinate
these activitles Ly direction, but 2t the ocutset of his zdninistre-
tion he delegated thils funciion to an interaency committce., 'he
comnitiee was asparently not fommed with this =x¢lusive puréos& in
mind, however, for according to Vandenberg's own testimony sone six
years later, what he intended primarily was not so much striet
cucrdinaﬁion, as @ aeans of transacting tusiness with and through
the intelligence ‘dvisory Board.l shatever may havé h;ﬁn the
rirector's Intentions in this regard, the fact that the new connittee
superseded the old Lentral "lans Staff meant zlmost certainly that
it would perform the coordinaiing function by inherltance From its

predeessgor 12 for no betier reason.

1'See Jdlstorical Staff interview with 4. S. vandenberg, in
- 0/X1/u8 files.
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The new organiszation was called the "Interdepartmental
Coordinsting and Planning Staff" (ICAPS);‘ Like the Uentral Plans
ctaff, it was primarily an 1iﬁtgdap§rtmental comrittee, It had
one member each from the departﬁ;nis of Slste, War, and Navy, plus
one from the Army Alr Force, The Stale Nepsriment representative
was chalrwan, HMembers wers uppointa& to the Oroup from their pare
ent departments, but reported diracilr to the Director of Central
Intelligence, ' '

There was one marked différnncc between the old and new
staffs, however, The Chief of the Plans Staff had been, in effect,
an Assistant to the Mrector of Centtll Intelligence fcf the pur-
poses of studying problems and proposing recommendations. BuGFICAPS
was placed inthe position of attempting simultaneously (a) to
represent the interests of several departments as respecting iheir
status under Central Intelligence; (b) to represent the Director
of Central Intelligence in his dealings with these same departments;
and (¢) to exercise supervisory powers over the Central Intelligence
Group conceived as something separate and distinet from the rest.
Such a complicated function would have been difficult for any group
to discharge

ICAPS, in short, became a focal polint of controversies; yet
in a weak position with respect to resolving them., This continued
to be so until feneral Smith, late in 1950, appointed an assistsnt

for coordination who could concentrate his attention entirely on the

I 18

Approved For Release 2005/04/23}.5&3&;64-00654A000200010001-9




Approved For ‘ase,2005104121 : CIA-RDP64-00654.020001000159

one aspect of Central Intelligoneoﬁiﬁigh had to do with suggesting
avd attempting to bring about such mééifications of the intelligence

structure as the national security might seem to require.l

Expansion of OHE

The same distinction betw?en Rlroup” and YAgencies" that has
been observed in the organization of ICAPS beczme equally evident
as the Office of Reports and Estimates? emerged out of what had been
the Central Reports Staff., In this case, the arganizat.ign was
entirely within the Group, but its imt.m was such that it promised
to duplicaxe (rather than complement) functions already lodged
in the "Agencies". Under the second and third Directors little if
anything was done to avert the transformation of the Central Rapbrta
staff into a large, independent office of research.,

At the time when the Fifth NIA Directive had been approved,
the Central Reports Staff hed already planned to acquire oxperﬂa
in geogrﬁphical areas for purposes of interpreting cyrrent intel-
ligence, The basis for a regional organization was already present,
therefore, and could easily be expanded, given & larger group of
people and a somewhat more slaborate sub-organization. Thus, it

would become possible not only to have refersnce to speclalists for

1 that is, the Office of Intelligence Coordinstion, For a fuller
discussion of IZAPS, see Chapter III, below.

2 07818 neme in July of 1946 was the Office of iesearch and ivalu-
ations; later, it was changed to Office af Reports and Lstimates,
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purposes of 'ndarstanding incominz infqmtion on & current basis

~ (a8 had originally heen intended) but to build up files and s;mcial
ca*‘egetence for interpreting the whole body of intwblwnce acquirod
by the Cmup in relation to national security., As & result, it
would become‘ theoretically nossible, within the compass of one Office
to deal with almost any intelligence that related to the national
security.

The tendency to centrslize within this Office did not, how-
ever, end here.l To the usual area divisions were graduslly added
so-called functional divisions which inclﬁded a group sneclalizing
in various types of econormic intelligence, and another with scien-
tific intelligence. Various forms of oral and visual intelligence
were included within the Office. "Basic" intellirence (to becoms
the Netional Intelligence Survey) was centered in the Office of
Raports ! Egtimates, It seemed logical, furthermore, if the main
underiying activity'of the 0ffice wore to be reséarch, that it
should also have facilitics for reference, Thus certain of the
functions ultimately included in the Office of Collection and
Disseminstion, such as the library and the biographical register,

were sl one time placed under the management of the O0ffice of

1 See Annex B for schematic orgsnization of DRE
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Reports and Estimates, = Other activities that needed organizational .
placement were from time to time added;’t;;;) OREI.z

There was not necessarily any flaw in the orgénizatignﬂl
prineinle involved, Tt meraly'm§nat, as the organization developed,
that the Director had delepated a number of diverse functions to
one of hls éssiatants. Assuming that these functiohs héd to be
discharged by the Director, it was theoretically immaterial uhcther _
they fell under one assistant or many. ;The problem waé for the |
person or persons handling them to make sure that each functlon was
kept separate in so far as it was important not to confuse it with
the others; while msking suce that all functions were so performed
85 to make them mutually contrivutory to ths goal of providing ade-
quate Aud.accurabe lnteliigence relating to Lhe national security.
in theory at least, such a task might have been more appropriately
handled by & single directing head than by several seperate Assistant
Pirectors whose efforts would heve had sonmeiow to be aynchronizad.3

Whatever may have been the virtues or defects of Lhe ney

researci organization as a component within Ceutral'lntelligence, it

1 see ORE "Mission® as approved July 23, 1947, Para, 9; in O/DCI/HS
files. For further discussion of the developments of Central Rafere
snce, ses Chapter ¥V belowi

2 For example, the "duty officer® 2)-hour watch, when the need
for it was perceived, became the responsibility of ORE., That
0ffice furnished an officer to stand duty in the Director's office
overnight and on weeke-ends until fulletime duty officers were
acquired, who also becams part of ORE.

3 The same decision was, of course, made again with the formation
of the Office of DV/T in 1952, '
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was viewed with some a,l,am in gh. 5% gud “efense in:slligence
mncia. Ly Tentral, l‘n‘..‘uj_ma were ho have sn omni-coupuhnt
rasearch atali to engage in’ .;1 activities normally undertaken in
homa-office intelligzence operationa, whose 1imitations were only
those covered by such an all-inclusive term as ‘national security®,
the cha;mes for duplication were a@hnk.l fhe Mai@ Tepartment,
for axample, considered itself the properly constituted autheﬁtr
on political intelliigencej yot this could not help being one af the
principal fields in which the ’:Ort"ice of Reports and fstimates must
kpaciau.ze. Both ftate mry;ﬁim agenciss were vitally inter-
asted in economie intelligence, which the central group &lso pro-
rosed to study. The miliiary agencies and the Atomic 'zinargy Come=
migslon had apecial clainsg on‘aeimt.iric intelligence. “ven the
purely military field was not entinly exempt if fentral Intellie
gence was to receive uilitary field npcrts, eand be manned in part
by military officers.? In short, the gquestion was inescepable-~
3upposing that the new Uffice developed as it certainly promised
to develop~-why the Agencies originslly associated as part of the
Central Intellizence Oroup should continue to support reseasrch

operations which would be duplicated in Centml Intellicence; or

1 Cee, for example, memorandum from L. L. Montague to DCI,
Jan. 1947, in which he remuarks on Justified alarm in Is2 aexemci.ea.

2
During 1vs early development, Ojit had also & special panal to
aid in coordinnt.lon and research on military affaira.
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conversely, why (entral Intelligence jhguld engage.in,independent
research so long as the Agencies collectively were doing-it.

In spite of this inharcnt opposition, the Vandenbérg adninis-
tration went ahead with its plana for a large central research unit,
By Fay 1947, when Vandenberg retired, the Office had 270 members as
contrasted with the seventeen who had originally constituted the
Central Reports Stsff.l This repid growth, plus the multinlication
of functions sccorded the Office, wss further complicsied by the
fact that much was naturally expected of an organization that
appeared so universally competent. The Office wss thus called
upon to comply with a large variety of requests which it attempted
to fulfill even in casses where it obviously lacked the necessary
resources.2 This was the beginninz of the preeccupation of the
Office with what the Dulles Report in 1949 criticized as "miscele

laneous research and reporting activities."3

Organizational Changes in CIG

¥sanwhile, the newly-found responsibilities of the Central
[ntel}igence Grodp called for a more elaborate organisation of the

firoup it=elf, for under the circumstances, the simple twoe-part

1 fee O Progress Reports, in 0/DCI/HS files,

2 See, for exampla, memorandum from E, K, Wright to AD/OFT,
Jan, 12, 1947, in "SA" folder, in 0/DCI/HS files,

3 See Tmlles Report, p. 81.
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scheme adopted by A miral Souers was obsolete., The orgéniaationalv
chart of the Central Intelligence Croup dated July 19L7 displayed
forty-five "boxes" £s contrasted with thirty for lovember 1946 or
ten or July 1946, The July 1946 chart had hean content with
setting fort- the genersl functions of the Director, the Interde-
partment=l Covrdinating and Planning Staff, the Jffices of Special
Operatiansl and of Tesearch and Evlluution;z an 3ffice of Collection
and ona of “issemination; and an “Exeéutiva Officet, the lLatter
being generally charged with administrztive functions. The “oven-
ber chaﬁt, which indicated some sub-organization of the various
olfices, naw corbined collection and dissermination into one office,
had made a pluce for an "Office of Security", and 1nd1gatcé, under
bthe TLxecutive “taff,” s Personne. and Administrative Uranch, and
an "Advisory Council®, The July 1947 chart (the last under the
Sroup) had made no e#senbtal change except to add the office of the
General Counsel and to expand the Ixecutive Staff to the extent of
giving it an "Executlve for Inspections and Security" and.an "Execu-~
tive for Liministration and Mansgemant', Thae latter Offince was
subdivided Into a 7udget and Finance Branch, a Services Tranch, a

Personnel Rranch, and s Management Branch. 3

! rstablished October 17, 1946, See GChaster TV, below.

2 Firsi nama of Office of Reports and Fstimatos; see p. 19,
above, footnote Yo, 2.

3 See Annex B, below,
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Change of Command and the Hational Security Zot

Genarsl Vandenberg's vnriaus_ntngiiers durlné'19h6 and 1947
had reflected the sssumption thas the ~irectsr of Centrsl Intelll-
gence, 2y the ons responsible, muSt have authoriiy cam-onenrais with
that responsibility. The lstent power contained in bzins "executive
agent™ of the Ni2, plus possession of an independent apparatus for
the collection, production, and dissemination of inteiiiaéﬂcﬁg-éﬂuld
be made io canstitute such uuthcri&j, but under circumstisnces that
might eventually subordinate all other intel iigence to the central
azency. A fallure to press for full power, on the oiher hand, might
result in several independent inteliigence agencies, none subordinate
to any of the others unless, of course, Vandenberg's whole position
were abandoned in favor of a fully cosperastive centrsl intelligence wroup.
In ¥ar 1947, Admiral Roseoe He Eillenkoettar,vﬂandedberg's
aucceéanr, sbandoned one part of Ceneral Vandenberg's position when
he asked cancellation of the "executive agent" order in the interest
of harmony with the Intellirence idvisory aoard.l This negative move,
however, did 1itvle to clarify the policies of the new 2iministration.
It was an indlcation that the new lirector d4id not intand to proceed by
"authoritarian? methods~--any more than, in point of fact, his prede-
cessor had done. But it could not be interpreted of itself to mean

that the new Lirector was returning unequivocally to the idea of a

1 cee footnots 1, page 16, above,
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"eooperative interdspartmental activiﬂy.“l Proof of such intent as

this would require either a statensnt te that effect, or organisational
changes desizned for that purpese. Girbecoming Mrector, however,
“dairel ;4llenkoetter neither produced a formal statement vegarding
the .irector's or the Jroup's responsibility, nor nade any important .
‘change in the orzenization he had inherited.2
It must be recognised, however, that during the period under
~diseussion, there were speciel obstaains to the iind of decisions
that would clarify the situatien, Hillankaatter became iirector on
“ay 1, 1947, at & time when the Hastional Security Act wes under dis~
cussion and probable of adoption. iUnder such circumstences it would
have appeared unwise to attempt radical modifications in the structure
of Centrzl Intelligence, &ny of which night have to be scrapped when the
new law beceme effective. This was undoubtedly a factor in intibiting im-
portant decisions during tiillenkoetter's first three months in orfice.3
when the National Jecurity Act fimally became law on July 26,
1947, 1t did surprisingly little to change the original rresidentisl
letter under which Central Intelligence hed functioned for eighteen
months. The transfer of ultimate authority from the Nii to the National

Security -ouncil was little more thon & change of name from the tgency's

1‘3@9 Annex A, para. 1,

2 See Annex B, below.

3.

Yee, for example, memorandum from Chief, ICAPS, to Admiral Glsen,
“ay 2, 1947, in "iublications Review Subcommittee" folder in of/ICI/HS files,
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point of view. The principsl duties ef the Agency were still there:
to vrovide zdvice concerning the narghafiihg of intellirence regaﬁrcea
for national purposes; to Cerii.t¢ nﬁd evalunate intelligenece relating
to the netional security; and td‘ﬁrovide services of common concern. :
the ‘ot created a Cantial Intelligence ’‘gency, but like Fresie
dent Truman's letter? in no way dininished the authority or activities
of any ather intelligence agené}. It did not 7lve the Agency or its
Director special anthority over any of the "several Covernment cepart~
ments and agencies® éoncerned with intelligence, lut only specified
the purpose of Central Intelligence as “coardihating the intelligence
activities" of these agencies.' Tho law said that the "Agency" should
"sorrelate and evaluate intelligence relating to the nationsl sécurity,"
but did not say whether this was the duty of the "Agenoy" alone as a
separate entity, or whether the Ageney ;as to sct only as coordinator
of “roup opinion. The Act provided tﬁet “the departments snd other
aygencies of the Sovernment shall contirue to ecollect, evaluate, core
relate, and disseminate departmental intelligence” tut did not spe-
cify the extent to which they should participate in this same effort

as 1t reloted to 'national security" intelligence,

N5C Interpreteation of the Law

The National Security Aet, them, while it gave Central

Intelligence a firm foundetion in law which it had previocusly lacked,

1
2

See Annex U, below, for 4ct of 1947.
Uee Annex i, “eragraph 6, below,
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chenged very little else. Like all laws, it hed to be interpreted--
in this casc with the a-prova} of tai‘ﬁational Security Couneil.
“ending interpretation, all imporeént decisions as to the internal
organization of the fgency were nsturelly deferred, This fact Fréte
tically assured the integrity of the 1947 Yandenberg orzanizetion
uniil Jarusry 13, 1948, which wes the date on which the National
Security Council issued Intelligence iirective No. 3, the second of
the two "NSCI?’S“ that defined how Central Intclligence was to operate
under the new law.1 |

The principal points éf interpretation furnished by ¥5CID
Koo 1 &nd NSTID No. 3 were.the following:

1. The Intelligerce Advisory Committee, which had not been
mentioned in the fct itself was established 83 an essentizl element
in the Iirector's ccordination function.

2. The "irecior was directed to produce "intelligence relating
te the national sacurity™ but to refrain, "in so far as prscticable,"
from duplicating "the intelligence activities and research of the
various lepartments and /gencies.® (By 1948, howsver, the Jirector's
office of regecrch was so obviously duplicating much of the work
done in other ajencies that it nmight eagily hove becn disestnblished
in accordance with a literal interpretation of this part of the
Mrective., ‘The iirector did nothing, however, to inhibit its growth

&nd it continued to develop alon: the lines that had been laid out for it,)

1 The other was NSCITe2, first issued Dec. 12, 1547, NSCIim2
had to do with collection and is therefore not germane tc this study,
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3. The lirector's right of disseainetion of nationalAintel-
ligence wes curtailed to the extent that the IAC must first offi-
cially concur inm it or effer'aﬁ "agreed statement of substsntial
dissent.™

Le It was enphssized that there should be a free intere
chenge of information 8s between the Agency and the intellipence
orzanizations controlled by the IAC. lo means of assuring this
interchan:s, however, were provided,

Se. The iirector's right to hire his own people in addition
to those supplied him by the IAC member agencies was confirmed,
it was specified, however, that employees furnished by the /gencies
should remain under their effective control,

6. Terms were defined and fields of apeci#l interest
delineated. "The whole field of intelligence production™ wes
divided into five parts, ranging from "basic intelligence," to
"national intelligence", and was allocated as follows:

4. "Hasic intelligence® was assigned to ‘entral

. Intelligence as general coordinator, editor, end pub~-

lisher; the work of producin, basic intelligence, how~
ever, being done bty the other agencies.

be '"Current intelligence" was nct specifically
2ssigned, it bein: directed that Central Intelligence

and "each other agency" should produce its own. 1t was

not specified that current intelligence produced by CIZ

I 29
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should te "national® ar'ag’any other specisl type; hence,
eurrent intelligence coﬁid be oonuidered exeﬁyt from
Leing submitted for concurrence before dissemination.

c. "Staff" snd "departmental” intelligence werc éo
defined as to be, to all intents #nc Lurposes, the some
thing: namely what was required by an incivicdual vepsrte
ment fur ite own individuzl use., It was specifically
recoznized that this type of intelligence was tc be pre=
pared from the "correlation and interpretation of all
intelligeﬁce materisls available' to an /gency; and
"that the staff intelligence of each of the depariments |
must be broader in scope than any sllocation of cole
lection responsibility or recognition of dominant inter-
est might indicate.” For this reason, &ny &gency, in
producing staff or departmental intellizence could call
upon the other /-encies or CIA for information, in
addition to what it had at its own command,

de The Lirector of Uentral Intelli.ence, neverthe-
less, was to "seek the as:zistance of the IAC intelligence
#gencles in minimizing the necessity for any &gency to
develop intelligence in the fields cutside its cominant
interests,”

€, egarding vtaff Intelligence it was specified
that CI2 and the IAC “gzencies should exchange inforasation
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oft production plans and that ¢7t shell be normal practice® ; «
Lo wake staff mtciuganca svallevle to all concarned, ¥

Ty  WHatioral Inullig&m" was defined as "inte-
arate 4 cenarteental intelligence that covers the bmad
aspecty of narional policy and rnational security, is of
concern to more than ons Department or Agency, and
transcends the exclusive compstence of a single enarte
ment or fgency or the Hilltary Lstsblishrent.* The
Jirector of Central intallié:ame wa3 Lo procduce and dise
seninzte this type of intellligence in coordination with
and with appmprinté‘maiatazma from his Agency col-
leasues,

e Flelds of “dominant interest® in intellirence
pracuction were delinsated, ~iving, for ovampls; politi-
cal intellirencs to the State “epartment and naval intele

lizemwe to the Tepartment of the tfe‘a‘ry.z

tffocts of the Interoretation

{hus, at the beginning of 1918, with two years of varied experience

behins 1t, wiet had besen the Central Intelligence Group had becore a

1 Mese clauses, howevar, ﬁr& not Lo be fully honored in prece
tice, (ee, for example, memorandwm from 4AU/UHE to ICI, .ept. W,
1949, "Coordiuatlon with 14l Agenclea® ia O/PCIfiE filles.

2 op £

for full texts of NICIU's 1 and 3, see innex i, below.
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recognized legal entity with formelly defined relstionships respecting
éther intellijence organisations. w#hereas the rosp hod begun a8 a
sort of strering committee withim the larger tocy of which it was a
part, the “vemcy hed become & distinet element, apart rom the others
of the former group, which hac its own stated dutics o psrform»Aas
distinet Irom thosc to be performed by the others--and its own bounda-
ries beyond which it wss not to trespass.

#ith respect to the five eategories of intellisence tc be uro-
duced, ventrzl Intelligence wes concerned with three: Lasic, current,
and national. iezarding the first, the resporsibilities of Jentral
Intelligence were supervisory: CI4 would coordinate, edit, and pub~
1lish, but would not do the research for the national intelligence sur-
veysd. Jlegarding the sccond, the responsibllitiee of Centrel Intelli-
Zence were somewhat indeterminate: the .directives placed no hindrances
on Cl4 in this respect, but gave CIA no exclusive duties., Hunce, CI4
was at liberty to continme nublishing the current intelligence digests
that it had been distributing since 1946 and to add other forms of
current intelligence if it chose, while the other ’gencies were equally
at liberty to continus producing their own current intellisence,

The definition of "national intelligence” could be misleading
for the purpose of distinguishing Ynationsl intelligence" in fact.
fgide from the elestic quality of the tern "national security"
in the phrase, ‘covers the broad aspects of naticnal policy and
national security," there was the added term “covers", If this
word were to be taken in its usvel sense of "to envelop”, then
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everything oreduced under the hesdin: of notionsl intellience
would heve Lo bo veiprehensive 4n order to qualify. If, on the
other hand, "cover" were to‘ﬁéftsken in the sensc of “related to,”
then almost eny intelligence subject of amy importance would be
elivzible. s "nationsl intelligence® was actually developed over
the next twe yesvs, the tendenoy was toward the lytter‘interﬁreta-
tione IL:is was another reason for thé "11lscellanecusness” of
which the Tulles Commitiee was later %o complain. }

The .irector was to “produce" national intelligence, but he
was enjoined to seek the aid of others im producin: it. UHe could
ask the sgencies to eontribute the material for national estimates
_ 1f he chesc, or he could get part or 211 of the meterial from his
own organlzation, If he decided to produce "national intelligence”
without scekin. any matersial at all from the IAC Agenciés, thare
was ncthing in‘ Lhe I3 ID's to forbid it, |

The pariod ol uncert«inty was now at an end. Legislation
had established the former Sroup as an Agency, and placed it under
the Natlonal Security Counclil. The law had been officially inter-
preted by the lecurity dounell. The Agency could hire and psy its
own pecple. It was not made entirely independent of, but at the
same time it was not entirely dependent on, the other intell] sence
agencies ander the Security “ouncil, so far as aanagement and proe

duetion ¢f intelligence were concerned. 1t was possitle now, to

1 See ILulles .zport, ppe. £6-87.
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£it the new igeney irto whﬁﬁ”&x; organizationsl scheme appeared
most appropriate for the dischorge 5$;it§ newly defineq rgspogai-
bility. Dut there wes reslly nct‘ﬁngig the new lew snd direee
tives that ¢ic not tend to preserve what had gradually becore the
status quo. It would have been quite possible, In 1viFE, io rendr
vate the ' :eney structure altog;fﬁef, but there was nobtling in the

new situaiion that necessitated any chenge at all,

Development of the Hillenkoetter Urganisation

sranting that orgauization charts usnally fall to indic&te
ﬁhe true nature of a working; organisation, that of Jamary 1, 1949,
13 interesiing in showing the main outlines of CI2 as it had
develgped after approval of the basie directiv&s.l

fxeiuding the position of the National Security Suuricil, at .
the top, the Jamuary 19L% chart was arranged on three levels: the
first thet of the lirector, on which appears with him only the intel-
ligence’idvisory'memittee; the second that of advisory eénd adminis-
trative groups, and the third that of the "producing® sroups. The
advigory sreups were the Interdepartmental Cecordinating and
“lanning Staff, the Jeneral Counsel, and the ‘dvisory vouncil. The
administrative offices were Budget, Aanagement, -“ersonnel, and

Services under the Drector's ":xecutive™; andg ¥mployee Investigation,

1‘55@ ‘nnex I, below.
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inspection, fudit, =nd Seoorily Trenches under the Thief for In8peGe
tions end Cecurity. The ¢rfices carrylhg on sctrel Joielllzence
business weres Collection snd firseming%ienj “elentific Intelligence;
Teports and “sitimates; Speclal Operations, volicy Cuvordination, and
Operations,

The orominent -osition acecrded the Interdeoyarinente
“oordincting and “laasin: Staff Lu the chart reflects the firector's
decision to retain tiis orzanisation, even in the face of objections
on the part of some of its cwn nembers.l

*s ta the reweinder of the Jamary 1945 cheit, the principal
change prolatly was the appearsnee of Scientific Intelligcnce as a
separate offise, This change, like the final establishaent of
reference services In the 2fflce of Collection and Ulssemination,
representad an slteration for sreater efficiency than could be
attained when all these activities were included under the 1ffice
of ueperta 2-d ‘stimates. Iiher changes from the 1947 charts (none

was published during 1%4%) are uore apparent than real.

Coordinstion Froblema

“eznwhile, the two hasic inter-!:ency problense-coorination
of activities and production of national intellijenco--remained to

be solved, ‘ost of the actuel c¢oordination wroblems were hiondled

1 See “hapter [T, below, for explanation of this decision.
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under the new arrangement--not by ICAPS but by those seized of the
practical problem; involved. 1CAPS frequently complsined of‘ﬁeing
Eypassed in these mattera.l

The other basic problem between the agencies—-that of furn-
ishing the Security Council with soundAiatelligenoe estimates gsat-
isfactory to all paéticipants-—aluo involved coordination, of
course; but coordination of estimates was handled without refer-
ence to ICAS. This may not have been toc surprising since it was
generally conceded that the whole estimates problem=~including
coordination-~belonged to the Office of Heports and “stimates. Put
the fact that the Intelligence Advisery Committee tended also not
to be invblved in this process was a3 more serious matter.

~ither the Iirector (according to the Vandenberg theory) or
the lirector and his advisory committee would have to take
responeibility for national estimotes rendered to the NuC, Whoever
did so would presumably heve also to agprove them. But as esti«
metes bezan to be produced, the Director neither took an independ-
ent position wigh respect to them nor habitually called the Intel~
ligence /dvisory Comaittee intc consultation over trem. The result
was thai this important problem of final, responsible review and
approval was left very largely in the hands of the ‘irector's sube

ordinates and tc the subordinates of his colleagues on the 14C,

1 See Chapter 1II, below.
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The prinecipal subordinate in the iirector's case was his
Assistant [irector for ileports and Mmm, But even this
of ficial did not necessarily make the pfﬁ%lou of personally approv-
ing estimatcs one of his chief preoccupstions. Generally speaking,
he preferred to leawve it in thg hands of his cwn zvbordinates.  The
140 intelligence chiefs, on th;;;7yqrt, spoointey ufiiclisl rapre~
sentatives to the Office of Reports #nd istimates whose principal
duty w&uld be to represent their own departmentes in the matter of
contrituting to national estimates. These rearesentatives, how-
ever, instead of becoming active in the production of national
intelligence, remained in their home of fices anc undertook the
review of CIA estimates only &t the later stages when the estimate
wag already in draft form,

in pfactice, therefore, much of the necessary discussion
thet accompanied the process of sctually producing estimstive con~
clusions under the terms of NSCID-3 was carried on by regional
analysts in CI2 with their counterparts in other intelligence
agencies, subject to review by officials senior to them in all
departments. what these offieials approved for final review did
not #lways include the views of the members of the I2C, but was
soretimes concluded in the name of the departmental representatives
Jjust mentioned, and of the ‘ssistant irector for leports and
tstimates for CIiA,

Occasionally, during 1948 end even 1949, this was the full
extent of the coordination process before publication. [rafts of
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. ;.. !‘ .
Approved For Release 2005/0@35'W‘E%P64-00654A000200010001-9




Approved For ‘ase 2005/04/21 : CIA-RDP64-00654.0200010.001-9

the publicaticns had been availsble, of course, to the TAC and to
the Uirector of Central Intelligence, but in many instances, their
silence was taken as consent, and estimates were published, not so
much with their signed approval as merely witheuvt their disapproval,

At 2ther times, the IAC chiefs themselves tonk a nersonal
interest in the cosrdination nrocedure. Smch interest wog gomew
times occasioned because an unusual ly strong Jdisagreement hed
developed, wven though sometiimes one of an wssential J minor nature,
dore lmpocianily, however, nembers of the 145 sould asten in when
they recognized, in final drafis acceptahble to all subordinates who
nad worked on them, statements thet they themselves did not helieve
shouid be presented to the Presideni and the National tecurity
. Councll as hoving been endorsed b7 their 6eg;artments.?“

hat much occasions should hav: arlsen is by no means sur-
orising. Indeed, one of the chief premizes on which fentrsl Intel-
liguace had been fouided hac been thet there would be dlsarres-
menis over what constituted velid intelligenca canclusionslapg1i~
cable Lo problems oI forsign pnlicy.z But under the system zz 1t
developad . trial &nd srrar, belweea 19L7 and 1950, the resalt
of intauriarence by Lo @hiefs of inteliigence in the coordinaiion

preeess after it had reached its final developrent at the

1 pxamination of G7%E's "coordination" files (in custody of
Of1XI/48) relaiing to estimates published between 1945 anu 1950,
bears out the sbove statements, pv. 38-39.

? See NiCID=l, Para. Sa, for exanple, in Annex ¥, below,
i 38
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subdirectorsl level was often to introduce new confusi~n into a
aituation that was already troubled, Tha basis of'thts Fifficulty
hecsme one of the main points of the Duilos Report--the lailure of
the Tntelligence Advisory Committee to involve iiself directly in

the vnroduction of estimatea.l

The ORE‘Problen

The situation was further eomplicated by the facl that

‘Central Inteliirence had established what amounted to an independ-
ent resaarch component which existed side by side with four
cnunterpafts (in “tate, 'wry, Nevy, and Afr) which were depart-
rental but were empowered Lo write compfehensiva eatimates for
denartmental pufposes. The principsl charscteristics of the
Of"ice of “erorts an? Fstirates as 2istinguished from the cthors
vere to be oboevved 1n the facts that {a) it wes centrally located;
(h) 1t hed been accorded responsibility for drafting “national!
intslligenca;2 {(¢) it was deprived of “operational”‘and "poliey”
inforratinan, ruch of which was pertinent intel ligence; and (d) it
was almoct entlrely dapenden® on the IAD Agencies for tne,iﬁtalii-
gemee on which 18 esilnetes were based, Thus its positlon was a
strategic one with respsct to leadership in the production of

nationsl intelilgence, bubt weak with reapect to tue wmeans of doing so.

‘LDu};les feport, pe Sl.
2 By oI 3/1 dated July B8, 19L8, Para. 3

I ¥
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The Dulles Reportl

whan it said that the Centrﬁi Intelligence Agency “cannot aﬁd éoeé
not by itself have all the speefalized qualifications needed to
produce national intelligencez. e +% This fact was a central and
stubborn one in the controversy that eulminated in the reorgani-
zation of 1950-1951, Since Centraliintelligence (or specifically
the Office of Reports and Egtimates) did not have all the quali-
fications, it could not produce fully reliable estimates. Central
Intelligence could acquire all the qﬁaiificablcns only through a
governmental reorganisation that would affect military and diploe
matic operations as well as intelligence, Whether or not such »
change would be desirable, it would undoubtedly prove impossible.3
The only other answer lay in full “cooperation®. Bui the
very existence of the Office of Renorts and Estimates tended to

make cocparation difficult.h

As a sort of fifth wheel, it had
unintentionally fostered the species of rivalry referred to free=

| quently in the lles Report, which tended to bring the various

l‘rhe Report of a Survey Group consisting of Messrs, Allen W,
Dulles, Mathies F. Correa, and William H. Jackson (appointed by
the NSC, Peb, 13, 1948) published Jan, 1, 19L9. See Chapter II,
below, for further discussion of this Survey Group.

2p, 73,

3 In that 6-2, 0NT, and the State Department Intel lirence System
were intezral to their parent organizations.

. h‘Fm- one of many exmmples, see "coordination" folder on 0RE-49
Peb, 9, 1948, in custody of O/DCIMS,

I Lo
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agencies and Central Intelligence inte competition rather than
cooperation; & competitor could not expect cooperation., There
could hardly be a disposition within the Azencies to sid in the
syccess of 8 venture whose success might be fatal to themselves,
Furthermore, as the O0ffice of Rénorts and Fstimates became
convinced that it could not expect cooperation, it tended to nro-
ceed without solieiting it. Sometimes--though by no means always--
it produced its own first drafts with 1ittle reference to its cone
temporaries, and then circulated them "for concurrence or dissent,"
The result was a complaint (rogistéred incidentally in the Du;las
Heport) that the Acencies were treated as outsiders rathsr than
collaborators in the production of national 1ntelligencs.1

The Dulles Committee Recommendations
and Thelr Reception by the Agency

The Dulles Report, sppearing as it did, mideway in the ini-
. tial period of CIA's development (19L6<1951) clarified issues that
had tended to become obscure in the midst of developing contro-
versy. 1t emphasized the point that Centrsal Intellivence had been
designed and constructed by law as a means of coordinating intele
ligence, It pointsd'out that the Agency was actuslly in position
to do no more than this in any case, Hence, Central Intelligence

must return to the role of coordinator which, among other things,

1 For example, see Dulles Report, p. 72.

I 1
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cntaiied collective r&spgnlihgxity on the part of the Intellizence
hdvisory Commitiee. 1In accnrdéﬁco with this éonclusinn, the ™liles
eport ventured positive suggeationi;gtsigned to bring about what
fts authors considered to be "Centrel Intelligence® within the
meaning of the law and of practical circumstances. The masence of
the propossl was in three part;.

Pirst, the function of cébrdinuting intelligence activities
ghould be discharged by the Director, sided b Eis own stsff, worke
ing with the Intelligence Advisory Committee. lNational intellieence
estimates should be directly coordinated by the IAC itself. Goetier
preparation of theee documents would require revision of the Office
of “eports and fstimates,l to the extent of having it form one small
group to be solely concerned with the preparation of naticnal esti-
mates on n strictly cooprrative basis; and anothear with reaqarch Hof
common concern” which would supplement, but in no case duplicate, the
work of the established arencies, ” Finally, a saeries of sdminisira-
tive changsa'wnulﬁ be inaugurated, designad for greater efficlency in
the Agency's <ischarge of ita stztutory responsibllities,

These proposals, although thay were not grnateﬁ_wich univer-
sal dissporoval, did not find an entirely cordial reception within

the "entral Intellirence igency of 1949, If nothing else, they

1 See Nulles leport, p. 81,

2 I'nis proposal was actually, of course, more in accordance with
the agreement that originally established 0% (NIA-S: sme Annex .,
balow) tha:n what had developed as & result of the Vandemberg ¢
pdministratinon's interpretation of the agresment, fea discussion
ane 1L=15, above.
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seemed premature, for wheé the Dulles Heport was submitted to the
National Security Council, Cemtral Intelligence was almost exactly
three ysars old, As an Agency, 1% was geventeen months old. In
the course of three years, in spite of changzes an?? controversies,
a great deal had been accomplished, a fact which 1he Committee did
not necessarily deny, holding rather thal the new system was belng
mismenaged, The defenders of the system, however, could ﬁoint to
progress in nromoting the ebjectlves of unified intelligence effort
and production of sound national intellirence. cimiltanecusly, they
could emphasize the point that the system had had & very short time
to»devalcp and that to make radical changes in the midst of this
formative period would be to risk hard-won gainn.l

In simplified essence, however, the disagreement of tﬁé 19L9=50
administration with what the Dulles Commitiee proposed, was centered
_ in the concept of divided responsibllity. Although, as has been
noted, Admiral Lil.enkoetter had never echoed General Vandenberg's
demand for suthority commensurate with the Tirector's mandate from
the President, he had also never declared unbauivocally far group
(TAC) responsibility and authority. During tiillenkoetter's two
years in officé, however, the Apency hsd inclined toward the theory
that it must be independent in order that it could present the NSC

with estimetes uncolored by Nepartmental prejudice. In theory, at

1 See MT's Comments on Dulles Report, deted Feb. 28, 19,9, in
o/ncI/us files.
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least, the sort of corporate respons;bility reveored by the Nilles
omrittee was inimical to this point»éf visw, For this reason,
the cefenfers of the 12L9 status cun in Tentrsl Tnicllisence fannd
¢orfort in the two exceptions taken to the T™ulles “anort by the NGU
 {&3 expressed 1n the Teport kméwn a8 "NEC-50" )1 onc thet the
Director srould not be bound by thechncept of collective rognone
3ibility; the othor, tha® reorganizatdon unlestaken in‘accardsnc@
with the Dulles Heport need not necsssarily follow the exact means
proposed by the Commitice,

e lmplied rejoction of collective resnonsibility by the
uatlional Securdty Couneil, in porticuler, seered to give substance
W the rsscrion thsb had in eny case zrzetsd the ulles Report
within the Usotral Tntcllisence Agency. This vesction was prie
narily that of the persona who had dezlt at first hand over & neriod
of months or years with the practicsl problems ert=ilad in setting
up and operating the Aszency. Whereas the Nulles Commitiees thousht
of Jentral Intelligence primarily as & means throush which all
governmentel intelligence could be brought to bear, in a coordi-
nated fbrm, on national problems, msny key ZIA officials of the time
though@ of tne Uentral Intelligence Agency as the principal instru-

ment, under the National Security Council, for the production of

l'ﬁomatimea known as the "McHNarney Report” adopﬁad by the N:C
on July 7, 19L9, accepting the Dulles Peport with few reservations.

I Lk
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national intelliyence, They belleved that the octher /gencies owed
CIL all necessary “"cooperation" toward this purpose. They argued
thet the Intellliszence Directives of the Hationsl Security Couneil
had been framed with ihis end ir view, but that toc many locpholes

had Leen left in the ilirectives, ami thet the sgencles had deliber-~

4

ately evaded thelr responsibilities under them.l

Accepting the premises bn which this type of ressouning was
baged, however, the word "cuoveratien" mijht have been considered
1ll chosen, Jnother word would have been ’'compliance.” in order
for Central Inteiligence to exact compliance, it would have tc be

given much :reszter powers than it possesscd. 4 move in the direction

1 Thus, in a nemorandum to the Lirector of Uentral intelligence
on the sabject of “IAC Looperation with CIA", dated Sept. 30, 195,
the Assistant Lirvector for ieports and istimates wrote:

"rhe sost spectacular evidenece of the lsack of departe-
mental cooperation with CI4 is8 represented by HSCILit's.
inesc are cited as such evidence on the grounds that:

5. a8 a result of the coordinaticn of these dirsce-
tives with the 1AC agencies prior to NSC aection they
represent only thos¢ concessions to Cif that the 120
agencies were willing to meke, snd consequently, do not
provide the Jirector of Uentral Intelligence with the
suthority required by him to discharge the responsie-
bilities iwmposed upon him,

be Uy It insistence they contain all manner of
escane clauses which vitiate iepartmental responsi-
bilities & CIA, and thereby hamper the objectives of
the pational Security Act of 1947 toward a fully coore
dinated US intelligence effort."

See tab # to “eno (S in O/ICI/HS files.
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of obtainingz such powers in 1949 would have been a bold one. 1t
would have smounted to & flat rejection of the [ulles ieport and
a direct challenge to a1l critics of Central Intelligzence.

Yet some move on this order had becoms almost the only logical
conelusion frém the position being taken by the Agency in 15L9 and |
1550, The Director favored a "streng central agency."l s
Essistant lirector for ieports and Fstimates was against any system
which presupposed collective responsibility. the Arectorts General
Counsel intefpreted the intent of Congress as favoring a'tuliy respon-
sible Idrectorate. The Chief of the Interdepartmental Joordinating
and Planning Staff (or Coordinating, Operating, and Plamning Staff)
inclined toward the same general positien.

Yet no direct representations to this effect wére nade to the
National Security Council by the Hillenkoetter administration. For
most of a year, from the fall of 1949 to the fall of 1550, the
questions reised by the [ulles fieport wers debated, primerily
between the Arector and a group withih the State Department which
had proposed its own plan for Central Intelligence under collective
responsibility. The Agency's proposed reply to this proposal was
in the nature of a counterplan which went some distance in the
direction of centraliszed responsibility. Neither proposal, however,

reached the point of zaining official apyroval.z

:'For correspondence underlying these statements, see folder
MNSCIDw1"® in files of CIA Genersl Counsel.

2 Ibid, See also Chapter 1I, below.
I L6
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The 19L9 Agency "Reorganization’

“eanwhile, Admiral Hillehkoéﬁfﬁigreportod to the Security
Council on "ctober 7, 1949, that (in accordance with the»Council's
partial»endorsament of thé lulles ieport) certain reorzanizations
were taking place in the /genoy, partioularly as affecting ICGATS
and the Office of Jeports and Estimates. These reorganizations,
however, took advantage of the N8C's concession thet there mi tht
be "other methods” then those sug:ested in the iulles .eport of
accosplishing the aame objeétives. As carried out, they were more
token than resl, |

The lack of any recal response to the iulles Report or to
HSC«50 i3 exempliified in the schenatic representation of CIA
organization published July 1, 1950, which is substantially the
same as that brought out in Jamary 1945. The office of "lxecue
tive" now took a place between the [lirector and the Agency's
organization, but it is evident that the .xecutive's duties were
aainly concerned with "administration", whose organigation was
somewhat more complax than before but comprised the ssme génerul
functions, On the advisory side of the chart, the medical staff
had been s dded, and the nanme of the lnterdepa:tmental Coordinating
and ~lanning Staff (ICAFS) had been changzed to Uoordination Opera-
tions and Folicy Staff (C0A#8)., ‘The latter represented an attempt
2t reorganization 28 well as & name change, but the principle
under whilch [CAPS had attempted to perform its functions had been

I L7
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'retained, and the revision of its nh;Q‘;g;ggsJof negligible effect, :
‘he six "intelligence” offices régiln intact with some :
internal chanzes =s indicated in the ehart, Aside fro: the upp‘ﬁf*
ance of ten divisions under thé'atfiec of Seientific Intelligénce
which had not been indicated before, t&i}principal revisions seened
to be in the Office of Reports and Eetiﬁgféa, which econtained
seventeen sub-divisions as against ten in the previous chart. This
does not, however, reflest an aétnalAgrowth in the nunmber of divisions
but an sattempt in the opposite direction, The only significant
change, in fact, is repres.nted in the addition of an "Zstimates
‘roduction Board" (vice an "Intelligence ‘roduction Board™ which
had appeared on the January 1949 chart) which represented a partial
answer to the lulles seport's sggestion for & "small estimating
group," in that & Boerd of [ivision Chiefs was to review all esti-
mates produced by the Office. Actuslly, however, the Board did not
function in this capacity, and the Office continued to produce various
forms of written intelligence almost exactly as it had done befora.2
In short, the period 19LE€-1951 in Central Intelligence did
not become cne of c¢hange 288 mlgzht have been indicated, but rsther

of uncertain retention of the status que. cConsequently, the

1'See Arnnex B, below, for Chart of July 1, 1950.

2 5ee folder on OKT "istimates Prodaction Board," in 0/iCI/HS
ﬁ138. )
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organisation that Cenersl Smith 1nner1§fﬂ in 1550, thouzh larger
and more oomplex, Wias little different in general composition snd
operating principles froa that which /d:iral iillenkoetter héd
inherited from Jeneral Vandenﬁirg in 1547.

The 1950-53 feorganisation
In ielation to the _ ekground

Of all the changes reflected in the Agency organization as
developed st the end of Cenersl Smith's term in office (1953), the
most prominent is the gfouping of ‘gency activities under three
mein divisions: ~lans, Adminiatratiﬁngvand Intelligenc..l

The first of these is not of gencern to this atud.y.2 it
night be ssid, however, that the move toward compartmenting clan~
destine Trom cther CI4 activities was not a ncw departure. The
Uffice of “olicy Coordination had, from its beginninz in the fall
of 1948, been managed separately from the rest of Central Intellie
gence.3 Similarly, the Office of Special Uperations, though seeme
ingly curing 1946-50 an activity parallel with the non-clandestine

offices, was in fact nearly as completely separated from them as

was o»c.l‘ The conduct of the Office of Operations, on the other

1 see Annex B, below,

2See'foatnnte, Ps 1, above,

3 See istory of 92C (W. Fu Little) in O/ICI/ER files.
b

Seey for exam:.le, Chapter VI, below,
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hand (with certain exceptions arising out of the nature of the
Contact Division) exactly foreshadowed during 19L6-50 its ultimate
relationship to the DD/I .1

The grouping of administrative and support activities undar
& single authority (Dh/A) was likewise not a new departure. DRegin-
ning with the CI¢ orgenization chart of July 1946, where provision
had been mude for administrative suppert under an "Executive Office 5"
and contimuing through Novesber 1950, where almost all offices con-
cerned with administration and support were under an "Executive,”
there was always a tendency in Agency organization to provide central
management for activities of this type.g

The remaining chapters of the present study emphasise those
components which came to be known during the period under considar-
ation as the *DD/I complex.” This grouping of production and
rslated non-clandestine activities is manifestly the heart of
Central Intelligence when conceived as the means through which the
whole intellizence machinery of the United States Government can
be made to produce Pintelligance related to the mational security.?
Historically speaking, the "DD/I complex" is the method adopted
under the Smith admimdistration for doing what previous administrations

1 See Chapter TV, below.
During a part of the Hillenkoetter administration, these
actlvities were also subdivided in accordance with the clandestine

and non-clandestine nature of the support. See July 1950 chart,
in Annex B, below.

I S0
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had attempted to do through the medium of the O0ffice of Reports
and Ustimates and the Interdspartmewtal Coordinating and Planning
Staff. Although the office of DD/I was not established until
1952, it was, in many respects, a normal development from what had
gone before,

| Ceneral Vandenberg's plans of 1947, as has been seen,
involved a large and self-contained ®0ffice of Reports and Esti~
matea” that could de research in all geographical and functlional
fields of intelligence, including sconomics and acl.sr;ce. Llong
with that office, he sought to have a means of scquiring all intel-
ligence needsd from the most apprw&im government sources, and
a means of codifying and staring informetion so scquired.’ This
office already had, in 1947, an offieial mandate under which it

2 In point of

produced current intellipence for the President.
fact, either tentatively or permanently, the Office of Reports and
Estimates during 1947-L8 had within its structure what wers to
become the Office of Current Intelligence, the 0ffice of National
Fstimates, the Office of Research and Reports, the Office of
Scientific Intelligence, and the 0ffice of Collsction and Dis-
semination, together with Basic Intelligence (the National Intel~

ligence Survey); Map Intelligence; what might be called "crisis

1 ses above, pp. 20-21.

2 NTA-2 in Annex C, below.

I35
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intelligence” (Jateh Comaittee and Natlonal Indications); visual
and oral intelli:ence (Uituation Rgom and Briefinge); aad clements
of a special iuﬁelli;ence centar.l rhg Antistent Tirector for
aeports and uatxmates, in other aordx,~ins tc comprehend under his
superint.ndence all thet was later under the cputy Zirector
{lntelligence)‘except for coordination «f intelligonce activities,
and overt intelligence collection. 2

2y 19L% the plan for URL had become less elaborate because
of the trrusfer of its reference facilitics (to DQE}.in April 19&8,
and of Lcientifie Intelligence (tc a separsts ¢/fice) in f@cember.s
in spite of these shifts, howsver, CEI was still & complicated and
comprenensive office as has been pointed out above., It stiil, for
example; orodiced "national intelligence" of a1l types (basic,
current and "staff") largely threough its own research facilities; .
"coordinated" this intelligence where indicated; was a producer of
specjalized cconomie intelligence; and performed s great variety
of related functions.

ruring 1950«53, the Office of fieports and ‘stimates was
dismembered into three parts (Current Intelligence, Netionsl

Intelligence, Bnd .esesrch snd .leports) while the Uffices of

1 The "(General “ivisions", See Chepter V.I, below,

2 “arts of the 0ffice cf Cperations were also briefly included
under C.I at one time. Gee Chepter IV, below.

3 See Chapters V and VI, below.

I 52
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Gclentific Intelligence ond cf'cdllecticn angd ?is§8m1nﬂticn Wers
permitted tc re<ain intect., Then the tiit_resuitant a'”icés, ming
the Gffices of ntelligence Caardmiz(i&te ToR D e vf*:i;”’f;}
End of Jperations wers broujht tcgifher under 2 sircle wead, shemre
pogition t'us resembled thet of the lsristant “lracier Sor “eports
an! “stimates (o5 planncd in 1947) with twe soditlonsl resoonsie
bilities probatly not contemélatid uﬁdcr the 1947 plan.l
The snsuing chapters of the present ztudy will ccnsider,

ficgt, the various soves thst brought 2bout the tri-pertite orgeni-
zation of 1953; then the disposition mede of the "coordinstion of
intellizence activities® (ICAPS) problem by the Smith Zcainistiretion;
then the developments that occurred in connection with the three
offices wigse continuity was not ultimately affected bty the 1%50~53
reorganization (OCL, 00, end (S1); and finslly the development
of thé three new offices (COT, 07, end ONY) thet were crested in

P50-51 wut of 287, These discussione of what, =8y be considered
the "lentral Intelligence” functions of C1f will be followed hy 8
chapter concerned with the (non-clendestine) adwinistrative of fices

whose orimary Tunciion is o serve the lentral Intelligence Azency.

1 it should be nuted, however, (see Chapter TID below) that
0IC, as organized by 1953, was opsrating under & éﬁfrarent soncept
from that of TC2'S, it being understood th:t most practical matiers
of coordinstion would Lie r funetion of the varieus Alts, the AD/0IC
lending hie i< where needed. Also (see Chaptsr IV, below) the
placement of [0 under the /I was based more on expediency than
inescupable aypropristeness,

I 53
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Chapter T7

R e T ‘w!n‘t iy A ol TS b
I ATTT I TYIAT A, 165041053

e ~rearizational ar-wih of CIA under ‘h~ Direstrshin
°f Goneral “alter Redell “mith, was mmmrrized by Fresidsnt Trumar
as “he develsrrent ~f "an afficient'and permarent arm of the
Grvernmentts natiangl &ecuﬁq.sthture.“l Ml Frésidﬂnt,"
'Ts iruman ~hrerved in coumending deneral “mith far his part in
the acermrlfc-rent, "ever had mvch a wedl t» ~f vital inf “ration
made available t~ him 4n mich 3 useful manrer as T have raceived

through GIA.“E

Jrzamizati-nal Toonge ws, “rganizatisnal Stabllity

Feveral in‘ernal resrzanigzatisns fieured pramirertly in ~IA'g
develapmert under Geveral “mith, in the s~urse ~f which “TA's “ash-
ington headnuarters changed from some 17 ~*Pines and etaffe, sn -f
1950, &t sve 23 much rafar componente by 15'§3. In additfan, ‘here
were lees ﬁansnicuﬂna'«rganﬁzatiﬂnal changer, hath 4n “egdanarters
ad the fleld, Of rmafar glgnificance 1r this esrngetion was new
leadershin, inel ding (besides t'e new Mreect~y hineelf) the Deputy

Dirsetor, three additional Deputy Directrs (established as new

1. "
ruman t7wxmith, undated, quoted by Smith in his fareweil letier
to all <lA personnel, ¢ February 1053 (restricted); in
"unmnbered rezuls tiors® file, in records of Hanagement " taff
in custody »f Lii Pecards Center. : ’

2 hiq,
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20ositions by Gener:l Smith), . n¢ the heads of meny of the operating
officen iﬁ“headquartefs and the chig,;;?;*many of the missions a#&'
stations in the field. There were aif%vjuriséictipnrl realignﬁents'
among CIA'S cperetin units, which did not necessarily change their
names or organizsztional posii&gp!. $t111 other changes took the

fora of reéllocations of budgetary assets or of svecialized personnel.
among eperatin: units, and revisions in the classification agd
description of some of the specialized cate.ories of intelligence
personnel that made up: the focney's professional corps. There were
also numerous c.’wnrés‘in operating nrograms, projects, and priqﬁties
which reflected the chan:ing international situation, the pfdéresa

of the Worean sar, snd the development of the "cold uér” with the
Soviet power bloe.

Nor were Jif'e organizational chanses a purely internal H:Bttel.‘."
of promoting maenasemcnt and operating efficiencies within ¢ goQuins
headquarters and field esta lishment. J4any, if not §ost of the
changes, had external ramifications as weil, anc invol%ed attenpts
to clarify and iwprave CIA's orgenizational position, its functional
Jurisdiction, and its wcrking relationships among the other départ-
ments, ¢rencies, and ech:lons that made up the overnment's national
security structures In particular, there were organizational adjuste-
ments between I? and the intelligence echelons in the State apd
Defense Departments, which historically had controlled é majorvgart
of the Covernment's foreign intelligence enterprise. Similarly,

there were clarifications in I”'s position with ressect to the
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policy and cperslicncl slanning echelons of.those Departaents and
of the Mationsl Gecurity Council.

I1theu-h intornzsl reor;anizatiens and external organizstionsl
adjustnents ~isracterized much of cfi's growth between 1y50 and 1953,
this was also & peried of organizational statility ~nd continuity
in cgrtxin major respects. Within ClA, for example, wiile much of
its hesdquarters csbeoblishnent was undergsoing reorganizétion, a2 nume
ter of major voauonunts remained egsentially uniisturbed, =t least
on the ;' _ency's urgenization chart. Txternally, too, there were
significant eleaents of stability zud contimuity, especially in
the breoad or:snizstional framework of the Government's national
security structure. For example, the seme rresicent under whom 211
of “Genersl tmith's predecessors had served, remained in office
throughout Genersl Saith's term as Direcnor.l f1though General Saith

is sald Lo huve had more frequent personzl contacts than his

1Snith*s departure from CIA at the end of “resident Truman's

term was apparently without colitical si-nificance. There
h#d teen cuillic speculation, zs early =zs 1950, that w.ith
would not stey in CIA indefinitely, because of his health.
in ‘ovember 1952, Saith expressed the hope to tue J[f staff
that ", . . while the Director himself must undoubtedly be
a man whom the Chief Jxecutive is willing to accept, and to
whom he will -ive & certain measure of cenfidence, it is
unlikely tist you will ever have o [irector whose status
will change with changes in the Administration.” Hemarks at
v1i's igency .rlentation lonference, wov. 21, 152 {secret],
re-printed in 0TI Lulletin No. 1, Feb. 11, 1953 (Secret);

in records of frnagement Staff, in custody of C./ .ecords
enter,
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pradeceasorrwith the ?rééident,llthe {resisgntts personsl attention
te JIf, wiich he sometimes colled "ay" intellisence sex'\aficzﬁ,2 wao
proﬁably not fundementelly different under the two Directors, :
Similafly, there was no basic chango,bin Teneral Smith's time, in
';Eﬁ's statutory reletionship to the National Security Couneil. Under
' Smith, CIA continued to furnish the #SC's principsl intelligence
support; Lihe ulrector continued to sit és a membef of the NGO, a;d

Cit reazined administratively responsible, by law, tc that body.3

The Zovernment's Organization for Intelligence in 1950

Nor was there any fundamental change in the or.anlzational
framework under which the ‘overnment's foreign intelligence programs
and ~ctivities 2s a whole were conducted., ihesc intelligence functions

remained divided and decentralized among seven esseniielly sutonomous

lfidney #e Louers, xceative Secretary of the Natlonal Semourity
wouncil, arranged "at once" for (eneral Smith, after he became
;0T in October 1950, to heve 2 weekly conference with  regident
Trumar, thus "deliberately passing by the Council and the
secretarles of the Departments to the White House." S-e llise
torical Stalf interview with Souers, June 30, 1952, 5. 23, in
0/DCI/HS files.

Qﬁistorical Cteff interview with Hillenkoetter, Cct. 24, 1552,
in 0/D3I/ts files. ' _

3in aduition, JI/ provided certain administrative services to

the Naticnel Security Jouncil. For example, the UIf Comptroller's
Uffice rejularly assisted the KSC Staff in preparing the HSCa
annuél budyet and presenting and follewing its course through

the fud.et Eureszu and the Senate and House Appropriations
Committces. See LA Re:ulation No. 70 (Secret), July 1, 1950,

and Japuary 15, 1551, editions; and CIA Comptroller's

"istorical Notes . . . ," 1945-1952 (Top secret, TS:/7L650),

in /0. I/HS files.

I 4
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agenciesl, snd in practice the actiégiies of @hese agencies were
coordinated undef = variety of,inter-agency'cdmmittee and liaison
afranfeQénts, in w-ich CIA partic;patgd in~gréater or lesser deree,
I Lhese geven mnjor'ggpncigs;‘frééuéntly czlled "the
intelli -ence community" in Gikwgéiiénce, fcur(compriseq the long
established intcllisence components qf theyﬁrmyy Navy, and State
Tepartments (now joined by the Air Fér‘q;g);" ‘Iln addition thafe; was
the Joint ’Intelligénce Cormittes 'Af:%héaoint Chiefs of Staff,
together with certéin éiher jointly operqted'intelliggnée Tacilities
in the Defense iepartment, notatly the:ﬁimed Forces Security feency.
Hext, there wos the ﬁtomié Eneggy Cbmmission which had had its own
intellizence division, since thg end ofi%orld dar II. The seventh
agency, of course, was CIA itgelf, lepé than five years old, with
a substontiel hcadquarters in Washingt;ﬁ;'é mmber of overt field

offices within the United States, and various overt and covert

missions =2nd ststions abroad,l

in addition to these seven principzl agencies, among which
the Government's foreiom intellisence activities were decentralized,
there were mumerous participating'orgénizationa, on which the intelli-

gence avencies indivicuslly dependec for particular tyoes of assistance,

1%ight egencies, if the Federsl Bureau of Investigation is
included, fThe FEI had had certain foreign intelligence re-
sponsirilities, for example in Latin America during and after
dorld sar 1I, tut as of 1550 its intelligence responsibilities
were essentially limited to domestic matters. Since 1549 the
Pirector of the F2I had bsen a member of the intellizence
‘dvisory Committee,
I 5
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Some of these werc -ori of the jovﬂrnggétiivsecurity struclureg,
caeh as:the Tzdersl Turesu of Inypstigzkion, which nod & direct
rzlationship to the seven foreiqg intelligence szencies through
its membershin onm the Tntelligence Advisory Committce.

flsc partieipating were certain other agencies which had
domestie security rrsponsibilities; and numerous "non-fefense
agencles, =uch es, for example, the Interior and A -ricalture Depart=
mente, wnich were contributing particular chapters to the iztional
Intellirence Survey; and the Library of Zon:ress ¢nd the Smith-
sonian institution, which served as ciannels for colleetir: snd
indexin: 2ertain types of foreiom -utlicetions of intsllisence
Interest, There wers many “‘overnment agencies which hrd porticular
types of research, administrative, or technical skills ard recources
tc contribute to varticular intelligence -vojeets. or cxonple,
some 15 noneintellizence agencies were workin- on economic intelli-
gence, e of 19SO~51;1 and some 25 acencles, in seientific and teche

nolorinel intelligence.?

©4111 other particinsting srougs were
loczted admiriestrotively outside the Covernment. For exam:le,

there were the verions vrivate research orpganizations with which

lfmﬁ/bﬁﬂ survey of the Govermmentts eccnomic intellirence
srograms and activities, abcut May 1951; issued as [/ J=Dw22
(Ceecret); copy filed in 0/D7T/'R, under headin: "IAC-IM,

zarayhic organizational chert znd precedural flew chrrt, 1o
cdate, entitled "Scientific and Techniesl Tnformation &nd¢

Tntellirence? (Secrct), in O/DCI/HS, Tiled under "osTn,

ir 6
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the intelligence agencies had nexternal research" or other con~
tractusl projects, and the numerbua_p;ﬁﬁla of technical consultants
retained for sdvice on particular siga;éta. Overseas, there were
certain espionage networks in foreign countries which were controlled
or monitﬁredAby fmerican intelligence; the 1ntéi31gence ofganizations
of friendly or neutral governments, with which the United States

had a variety of liaison arraneements éﬁd workins agreements: and

the several interallied organizations, notably the North Atlantic
Treaty Organization (NATO), in BEurope, énd.thekﬂnitéd'ﬂations Come

mand, in Korea, with which the United States was collaborating.

CIA's Responsibilities in the Intelligence Organization, ss of 1950

CIA's functional responsibilities in this decentrslized intel-
ligence enterprise, as it wes organiged in 1950, were to bs found
outlined in the organic act of July 1947, which mede CIA a statutory
agency under the National Security Council, and in a series of
directives issued by the NSC, betwsen December 1947 and July 1950,
The effect of the National Security Act and the NSC directives, as
has been pointed out, was to establisﬁ & new intelligence agzency

withont essentially disturbing any of those already in existence,
Thus, each azency had its own collection, interrogation, and

information-gatharing apparatgs; and each had its own research and

production programs for preparing any finished intelligence that

was needed to support its own planning and operstional echelons.,

1 See Chapter I, above.

iIT 7
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By 1!?11cation, too, zlthouzh the directives were not ex.licit in
det&il,iiﬁch agency hed its SWn facilitia;'and systems for indexing,
analyzinz, and collating intelligence 1ﬁformatiou-l Zach azency
also had its own arrangements for obtaining external research and
other outside acsistance from the non-intellicence a;encies. lach
azeney, finally, had its~own administrative and technicel services,
such &s tudsetary resources and controls, manpower procurement and
training, internal security controls, and other "housekeeping"
snd internal-isnzgement services for facilitating and supportin;
its "suLstentive" intelligence prozrams.
Lest the result of this manifest duplication be an unduly

- compartmented system such as had had a pért in bringing about the
cearl Harbor disaster in 1941, all a encies were exhorted to exchange
information, finished intellicence, and collection and production
plans. Lest there be unessentiazl intellirence collection ¢nd pro=
cuction in particular fields, some attempt was made‘to clarify the

part to be played in those activities by each zgency.

Lone exception was that, under NSCIL No. U, 4ay 1948, a
Government-wide service for biographic indexing, in {he one
field of foreign scientists had been assigned to Cli, within
CLt this responsibility was being handled, in 1950, by one
branch of 0CD's Diosraphic Register Division, workinz in
ccoperation with the Office of Scientific Intellipgence. The .
services of OCD's other registers and of its central library
were also being extensively used by the other intellirence
azencies in 1950; but CI* had no specifically assigned ree
sponsibility from the K3C for promoting im:rcved procedures
for indexing and organizing intelligence information nor for
these reference activities,

T 8
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Thus, collection sctivities were divided amcn: the seven
¢ ;encles, portly on 2 subjiect basis aﬁ&,partiy on & cource basis,
Overt collcection abrosd remained dominanﬁly in the hanaé of the
State _epsriment's Foreign Service posts and in the iefense e i rh-
nent's military, naval, and air attaches and other field intellie
zence units, Utate was :xpected to collect erimorily "oeliticel,
cultural, end socioleogiczl® information, and Def=nsc was to collect»
Primerily "military, navel, and airn information, tut the directivas
tid not define these subjects, ".conomic, scientific, and techno=-
loical® information, on the other hand, was to be ;athered by "each
asency « o o according to its needs”; but regardless of subject,
there was tc be a "free and unrestricted interdepartmental exchange
of intelli-ence information <o meet reco;mized secondary needs of
ezch department and agency." do 2 ‘ency was expressly restricied,
in the directives, from .rocurin; unclassified foreign publications
.and other sc-cclled "open literature" for its own use, zlthoush the
otate Depertment did maintzin « group of Fublicetion .rocurement
Officers (. F0's), at some of its oversesas wosts, s & common service
to the Sovermment penerally.

Gther types of collection activities were orgenized on 2
source basis rether than by subject. Certain types of overt scurces,
for example, hr® boen exclusively e:2signed ﬁo CIA, as 3 "service
of common ccncern”, inclading the following, as of October 15503

(1) foreim .ro.s-ands end news broadcasts; (2) domestic contacts
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in the United States, including both ocitimens and zliens but ex-
cludingiresearch «nd litrary contzcts, ﬁhigh were left Lo each
agsency tccordin} to its needsy and (3) the interrogetion of refugees
and defectors f'roa the Soviet»conﬁrélled sreas to West ‘lermany.

Another coctecory of overt sources, especielly significent
since the cutbreak of the Korean conflict in June 1550, was the
"eeptured scurces! field. Theaeﬁscurcog,'including srisoners of
war, ciptured weapons end supplies, and eaptured documents, were
controlled by the lefense nepartment,;%ut were not s ecificzlly
covered in the KSC directives,

Covert collection, on the other hand, was &n exclusive ree
s.onsitility of Cl4&, with excepﬁions. Certain ccuﬁter-inteliigence
activities of the frmy, the Navy, und the fir Force, tcgether with
other sc-called "sgreed sctivities" (not listed in the directives),
wiiich were recerded vy the military cepertments as necessary for
their operationsl security, remained undisturbed in the lefense
Department. 9he collection of "specisl intelligence®, finally,
was orgenized a2ccordinyg to still another patterh, as g service of
common concern, in effect, that was manazed not by CIA but by the
Defense Lepartment; »nd it was conirolled by a separate beard repree-
sentiny all a encies concerned, including: CIA, ond resounsible to
the National Security Council.

Himilarly, jurisdiction over the production of intelligence

had been divided amcng the several intelligence agencies. Thus,

il 10
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the State lepurtument hed primary responsibilit. for work in "political,
cultural, end sociolorical"'inﬁélliggnée, and the Jefense ﬂepirt-

ment for "militiry, naval, ond air"f}#fellizence. The fields of
Yfeccrncnic, scientific, and technols}igélﬂ intelligence rroduction,
however, =i it ¢ anyone's business, d<pending on en.agunc;‘s
incividual neecs. 11 these topical ficlds remained to bo defined

aind divided further, after 1950, Clé; as has been said, hzd exclusive
responsibility for supervisin,: the ceéberative production of two

kinds of "national" or supra-departm#ntzl intelligence--naiionsl
intelligence estimates (41%'s), which dealt comprehensively with

the capabilities and intentions of foreign powers and power blocs;

end national intelligence surveys ( US's), which conteined ency-
clopedic area information on individual foreilun countries. & thirdg
kind of nationzl intelligence~--national "indications" of threstened
hostiiitiea--was not, however, specifically assigned to Ci/, nor

had 1t yet been listed or defined, in the directives which were in

efTect in October 1950.

Status of Inter-Asency Coordination and Leadership, 1950

In addition to its specific production and collection
responsibilities, i/ had broad statutory responsibility, uhich re-
mained unchened from 1v50 to 1953, for "coordinating the intelli-
gence activities ¢f the several “overnment dejartments zng a-enciesg,n

by means of advice and recomaendations to the Naticnal Security
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Council, plus the right to,mé;e “S&rﬁuysfgnd inspections" of the
intellizence a encies. In gggu#; practice £§ 1950, however, CJAts
inter-agency ccorcination reép@étﬁbii{t;éy ;efe bein: conducted,
not unilaterally, btut as an 1nterd§p§;£;§ntal affair; and in some
fields the job of coordination wasriﬁ the hands of other acencies
entirely. The several "NSCID" and "DCID® regulatory documents, for
exenple, had all been developed jointly by CIA and ihe other agencies
involved, chiefly through the work of its Interdepartmental Coore
dinating and “lanning Staff, a group made up essentislly of men on
temporary duty from the several departmental intellijence agencies.l
48 tc surveys and inspections of out#ide agencies, it is doubtful
whether CI2 had conducted any of them before or durin: 1550. None,
at least, were mentioned in records seen in the course of this
study. For the work of actually’proﬁéting_inter~agency coordination
and cooperation, CI# was utilizing a rnumber of inter~agency come
mittees, usuzlly under the chairmanship of CI/ officisls, together
with a2 variety of "workinz level" liéison relationships amony the
agencies,

The principal inter-agency committee under CIA leadership

in 1550 was the Intelligence fdvisory Committee (I2C), mede up of

lsee chapter 1II, below.

11 12

Approved For Release 2005/04gEWP64-00654AQ00200010001-9




25X1A

Approved For.ease 2005/04/21 CIA-RDP64-0065:.00200010001-9

the departmentai intelligenggvghiefs thexaselves,1 and presided over
by the Director of Central iﬁfélligenoey The IAC had, however, met
only four times during the last six gpntﬁa (HarchySeptember 1950)2
before General Smith came on duty;baﬁﬁ it was commonly criticized,
within CI#, a2s being less interested in advising the Tl on inter-
agency problems than in acting a8 a guvnrning bcard over CIA, 'HGVtrb
theless, glven a decentrelised intolligence organization of several
essenticlly autonomous agencies, such a council of the intelligence
chiefs seemed a minimum framework through which the Director could
carry out his responsibilities for Ycoordination®. Under the IAC
were & "Standing Coaﬁittee“,3 and subcommittees (as of October 1950)

in atomic energy intelligence; scientific intelligence génerally;

defectors from the Soviet bloc; and the Nationzl

Intelligence Survey program.h There was as yet no committee for

1the officials who were attending the IAC as of November 1950
were as follows:
Yre W. Park Armstrong, Jr., ‘State (Special Assistent for
Intelligence)
Maj. Gen. A.R. Bolling, Army (Assistant Chief of Staff, G=-2)
Rear Adm. Fellix L. Johnson, Navy (Director of Naval Intelligence)
4aj. Gen. Charles P, Cabell, Air Force (Director of Intelligence)
Brig. Gen. Vernon E. Meges, Joint Staff, of JCS (Deputy
Director for Intelligence)
Dr. wWalter F., Colby, AEC (Director of Intelligence)
Vietor P, Keay, FBI (Acting Assistant to the Director)
Lt. Gen. #. B. Smith, ICI, Cheirmen
(see 1C~M=6, Secret, Nov. 16, 1950. In IAC minutes, 1950-1953,
filed in O/DCI/&H.

2 yaren 31, June 27, July 21, ond fugast 15, 1950. See IAC minutes,
1947~1950 (Secret and Top bacret), in O/DCI/SA/PC files,

l‘See Chapter III, below.
1ist of IAC subcommittees, 1947-1953, in an undated paper entitled
"The Intelligence Advisory Committee" (Secret), op. 14~15; prepared
by ONE for the "Clark Committee" about August 195h; copy in
0/ICL /55 files,
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economlie intellicence, aiihoufh planarforvane had been’made;l nor

were there aﬁy active subccmmittees fgr_\ébﬁsiderin : inter-agency
intereip& in other topical field;;figéh as political and military
intélligg%ce; nor in broad'*qﬁpra-departmental" fielas such 4s
national estimctes end national indications; nor for administrative
and other support prabiems that mizht be common tc all the intelli-
gence agencies.

In uractice, Ci: did not héve exclusive responsibility, in
1950, for coordinatiny all aspects of the Government's intelligence
or-anization, nor was ﬁlﬂ the scle adviser to the NSC on intelli-
gence activities and problems.

In 15LB=1949, for example, the NSC had retained a group of
distinmished consultants, from outside the Jovernment's intelli-
gence organizstion, to make a comprehensive survey and inspection
of the “overnment's foreign intelligence programs; and by October 1950
the recommendations of that survey group were still on the azenda
of the XNSC. Special intelligence matters, to cite another example,
were beinz coordinated by the U, S. Commnieations Intelligzence

Roard (USCIB).2 While CI! was represented on this Board,

lthe “conomic Intelligence Committee (7IC) was established in
{ay 1951, but it had been recommended by CIA/ 0A-S in
December 1949, See Chapter 1II, below, and IAC-D-22,
vay 1951 (Secret), on file in 0/DCI/ER.

®See NSCill No. §, July 1, 194€ (Top Secret); copy in 0/DCL/HE
files.

II 1k

Approved For Release 2005/04/2$_,m‘[64-00654A000200010001-9




Approved For.ease 2005/04/21 : CIA-RDP64-0065‘)0200010001-9

the State Department's intelli ence ehiaf waa its chairman, as of
1950, i the Defense Department uowinngpd its oyernticna.fribmestic
intelligzsnce and related matters of 1nter;:i sacurity, werc acan=
while coorcvinated throush the Interdepartuental Intelligence Con-
ference (11iC) and the Interdepartmental Committee on internal Security
(iCIS), both of them headed by thé HArector of the ¥:l. CIA was

not represented on either of them, exce.t ﬁnvan invitational bzsis

for considering a specific matter.

There were still other inter-agency intelligence ccordinaticn
mechanisms, in 1950, in which CiA did not participate or participsted
only indirectly. In occupied Germany, for example, the State lepart-~
ment's High Commissioner for Occupied Germany (+I:0G), threugzh the
chief of his intelligence division in Frankfurt, served ss the
rankingz representative for coordinating all U. S. intelligence ac-

tivities, overt snd covert, based in that area.2 In the Far last

1&. Park Prmstrong, Jr. The fact that be was chairman of
USCIB in 1950 is mentioned in IAC-D-11 (Uecret), Dec. 49, 1950;
copy in O/DCI/Ei, filed under MIACH,

28. A, Shute, Mrector of Intelligence, HICOG, was ex officic

Yo S, intelligence coordinator in Germany. while his

authority was apparently clear enough in HI|0G's charter

issued to him, in practice his responsibility was evidently
divided with the U. S. military command in occupicd ‘ermany--

CINGLU G, 80 the DCI was told in December 1950. See (IC

memo to DCI, Dec. &, 1950 (Secret), attached to ﬂC; Staff

Conference “inutes, 155053, in 0/DCI/:R.
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it was the Defense lepartmentis fer ¥azst Commsnd (FE20M), headed
by General “acArthur, which in 1950 apperently had the corresponding

1 In Weshington, finally, the Joint OChiefs

coordination authority.
of Staff were providing various mechanisms, in 1950, for coordin-
ating the many avencies of the Army, Nevy, and Alr Foree which were
participating in varilous aspects of the lefense lepartment's own
"departmental® intelligence programs, Under the JC05, for example,
the surveillance of hostility indications was & milltary-controlled
activity coordinated through the Joint Intelligence Indications
Conmittee (JIIS); and the inter-Service explcoitation of captured
weapons and supplies was coordinated by & staff that later became
the Joint Materiels Intellizence Agency (JMIA}.3 While such inter-

agency coordination mechanisms were outside CI2t's jurisdiction in

1950 and might be called "purely internel® matters within the

lﬂb precigse statenent of the intelligence responsibilities of
FIC (or FECOM), as of 1950, has been seen in the course of

this study, tut thet commend's coordinetion responsibilities

were implied in an Yagreement" of April 22, 1950 between

FSC (Oeneral Willoughby, GJeneral MacArthur's intelligence
chief) and CIA (Frank G. Wisner). This agreement was men-

tioned later by the DCI, in a letter to the Zcting ‘hief of

Staff of FiC, Jan. 18, 1951 (Top Secret, 75 #hBSéB-b),
filed in 0/&31/!{3, under HOIA-FEC o 4 WM.

2me JIIC was established by the JC8' Joint Intelligence Com-
mittee (JIC), about Aug. B, 1950. See TAC~4-10 (Top Secret),
Dec. 7, 19503 filed in I“C mimites, 1950-53, in 0/DCI/E4,

3Me active concern of the JCS intelligence component for coore
dinating the exploitation of "captured socurces" by the many
‘interested Army, Kavy, and ’ir Force apencies probably dated
from some time after the outbreak of the Korean confliet in
June 1950, and the JMI} was spparently formally esteblished
early in 1951, See chapter iv,ébelow.
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Defense Depertment, some of them were of Jovernment-wide interest
and were o be integrated in Jenersl Cmith's time, with the inter-

agency coordination machinery which CIA was sponsoring =znd developing.

CIA's Interpnal Organization as of October 1950

Like CIA'em inter-agency relationships and external responsie
bilities, its internasl organizstion and its intra-Agency relation-
ships were also more compliceted than they appeared on the single
page of its general organization chart, The organizational framework
of Cit's headquarters, a2s it was functioning on Oeneral Smithts
arrival in QOctober 1950, conalsted of seventeen major offices and

1

staffs, each headed by an Assistant Director or a Chief.” In addition,

e 17 components of Cli's headquarters, together with their
heads, were as follows as of Oct, 1, 1950, listed approximately
in the order in which they appeared on the latest organization
chart and the latest list of key officials on the Directorts
staff:

Maneagement Staff: James D. Andrews, Manegement Officer

Budget Staff: Fdward R. Saunders, Budgset Officer

Fersonnel Steffs wWilliam J. Kelly, ‘ersonnel Director

Coordination, Operations, and Folley Staff (COA#8):
James (. Reber, Chlef

Legal Staff: Lswrence R. Houston, Generasl Counsel

Medical Steff: John R, Tietjen, Chief

Inspection and Security Staff (I1:S): Sheffield idwards, Chief

fdministrative Staff: Martin I. McHugh, Chief

Special Support Staff (S55): George &, Meloon, Chief

frocurement lequirements Staff: Andrew #, Van Esso, Chief

Office of Feports and Fstimates (0i%): Theodore Rabbitt,
Assistant Director

Office of Collection and Digmeminstion (OCL): James M, fndrews,

Aasistant Ddrector

Office of Scientific Intelligence ({SI): H. arshall Chadwell,

Assistant Director

Office of Operations (00): George ., Carey, Assistant Director

Advisory Council: Horace S. Craig, Chief

Office of Special Operastions (0S0)s Robert 2. Schow, Asstt Director
- Office of Folicy Coordinatiom (0PC): Frank G. Wisner, Asstt Director
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thé Directorts imﬁediate office included tﬂé‘DEPUty birector (a posi-
tion vacant since zbout HMay 19L49), the acting ‘xecutive, LylsJ?J
Shannons ¢nd John §. farman, ‘parsonal ;isistant“ to the Jirector.

0f the seventeen major operatiﬁ:;ggmpeﬁents, six were directly

en.azed in mens ins and conductigsaihe vgubstantive" activities of
coordination, yroduction, collection, and clandestine services fo:
which JIA had contimuing rcsponsibiiity;uwhiie the other eleven,
tosether with some of the subo¥§gnatc~divisians in the six "substantive”
offices were all performing func£ibns and services in "suppoft“ of
these substantive intelligence and operational activities.

No single phrase can objectively describe the zbove organi-
zational pattern of CIA's headquarters, az it stood in October 1950,
except, perhaps, that it was a “functional' rather than a "regional®
pattern. lach office conducted & number of specislized functions,
processes, and services thet contributed to the complicated enter-
prise frejuently called "the intelligence process" or "the intellie
sence cycle"y and there were no overlaps or duplications améng them
which could not be defended by the officeé concerned. Yet meny
functions such as lieison, collection, research, and reférenbe, were

necessarily divided among several offices.1

1s1a's office nomenclature, of course, belore and after 1950,
did not telp to clarify the "functionsl® division of lsbor among
the many specialized offices and staffs. The work of policy
coordination, for example, was managed not by the Office of
“olicy Coordination, but by 1CArS/COATS. Collection, in the
sense of a field enterprise, was managed not by the (ffice of
Collection anc Uissemination but by 00 and 0S0. The idvisory
Council wes nc more an advisory council to the Iirector than
was any other office or staff. And so on.
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To some extent, CIL's orgenizationszl pattern in 1950 could
_ be described as » division betwsen the "substantive" offices, d;erating

under ¥5C directives, and the "suppert® offices which were doing
thelr housekeepinz, The subatanti;e of fices consizted of the followings
{0475, fer intereagency coordination planninz; U7, for national
intelligence cstimates and survhyu; ORE and 05T together, for related
types of intelligzence research andlprodnction, and for intereagency
coordination in those produotion fields; 00 and S, for overt and
covert collection, respectively; and GFC, for clandestine operationsl
services related to the Jovernment's eold war prOgrams.l In support
of these offices were nine administrative staffs which providad
personnel, bud;etary, procurement, legai;emanegement, security, and
ather Ifzcilitative services; énd two offices (OCL and the /dvisory
Council) which supported the Lgency's substartive activities with
specialized library, reference, contact, znd dissemination services.
Yet every substantlive office alsc haed some supporting functions of
its own, while the support offices weres not altogether devoid of
substantive interest. Tor example, CHiL had the Zgency's central
map library; (I was spending & good part of its menpower, in 1950,

less in production than in indexin; and collating informatlonal

lOPG was .overned by SC 10/2, issued about ‘ugust 19LE.
This type of NEG directive is &n Yaction® or "acgi mment!
docutent separate from the NSCID series,
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documents (in cooperestion with OCD) and in éromoting collaction31

00, similarly, had an entire division (the Foreign Documents Mvision,
or Fil)) engazed not ir field collection at all (in 1950) but in
litrery, reference, and translation;aérvices on foregicnelanzudge
informationsl Gocuments; and 0SQ and ¢#C were conducting a varlety

of support activities, either jointly or separately from the adminis-
trative-sunport stzffs. Furthermore, most of the sc-called sub-
stentive offices had an sdministrative officer of its own, ond each
conducted for itself, whutever training programs wers bein; given

in the Zgzency in 1950.2 Jonversely, these nonesubstantive offices
:nd staffs frequently participated directly in the Agency's substantive
activities, end usually regarded themselves as intelligence "pro-
fescionals" in whatever specialized support functions they were

performing.

l1s of about June 1950, only 8% of 0SI's tinme was going into
the "preparztion of Tinished intelligence," while 225 was
used for "abstracting, catalogzing, and filin; of intelligence
reports,” and 37% in evaluating collection, conducting
liaison with the collecting agencies, and working on related
non-uroduction oroblems. See CIA "Summary of (perations”
for Fiscal Years 19LB=50, Oct. 2, 1950 (Secret), es.ecially
the .rashic chart labelled "0SI"; ccpy in 0/DLCI/HS, filed
under noTA s e o o

n

while no training functions appear formally under any of
the office descriptions in CIA's organizational manual of
July 1950 (CIA Hegulation Mo. 70), they are menticned, at
least casually, in some of the office histories (on file
in 0/ICI/iS), and in the CIA anrual budget estimate dated
Septe 1, 1950.
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Po describe it in another wsy, CIA's organization in 1950
conformed to s "decentraliged" pattern, iith many offices andraﬁaffs
at headguarters and many missions and stations in the field, 1t
@as evident, according to the Agency*s organization chart of 1550,
that the heed of each of these components "reported directly" to
the sirector, t¢ use the management spociaiist'a expression; and
accordins to the doctrine of good unnégement, this may have repre-
scnted an unwieldy "span of control". but here, too, there were
exceptions to decentralizetion, The Budzet, Manaicment, Cersonnel,
and “rocurement fequirements Staffs, for example, were gathered
tosether under the CIf fxecutive, according to the chart of October 1950;
and in actual practice, scme of ﬁne other offices and staffs probably
also reported to the Lxecutive rather than to the idrector, especially
since there had been no Deputy Director since May 19L45. Intelligence
production in CIA, to cite amother major exception, was virtually
centralized in a single office (Qiit), except for the specialized
ficld of scientific intelligence.

Aniother somewhat overesimplified classification of Jifts
headquarters in 1950 was that it represented a civision between
"covert" and “"overt" activities. Thus, there were three princigal
covert offices and staffs: 050, 0¢C, and the Special Support Staff,
#11 the other fourteen components were more or less overt., Nevere
theless, many of the so-called overt components, especially the

adninistrative staffs, as well a&s OCL and (.), were probably
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Sﬁendiﬁéﬂit least as much of thair effort in serving the covort
"o;eratieﬁé” of fices as thav uera in cupgortha the overt 'intelli-
gence" offices. Op the other ha nd;f%he covert office of Oa\, for
example, contrclled -certain common services for the entire ﬁgency,
such as overt #nd covert radio and cable commnications; and was’
perrorming certain other servigg;, in addition to field collgction,
which were essential to the wé?k of the overt offices. Some of the
overt offices, moreover, were probably as "sensitive", if not more
S0, than some of the covertly controlled activities, in ectual
practice.in 1950, Whether the offices‘might be claseified as overt
or covert, the Agency's general security directives, as they related
(for exsmple) to inter-office "compartmentation" and to the restrictian
of communication between offices, applied equally to all offices in |
the Agency; and theére doubtless were cases where "secrecy" was baing
applied more rigidly in some of the overt offices than on "the
covert side,”

Whether CIA's internal organizaticﬁ and akternal relationships
in 1950 were as simple 2s its l-page organisgation ¢hart, or as '
complicated as the varisty of specislties and apeciélists that were
contrituting tc the intelligence procees, the new Director was in
any case confronted with pressing orgenizational problems as scon as
he took office. within and outside CIA, there were competing needs
for the fovernment's not unlimited resocurces for intelliience., There
were, furthermore, conflicting: points of view and priorities and

II 22
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overlauning juriscictions, as well as jurisdictions {hot no one was
taking., There were olsc specisl factors affecting CIf, such as
changzes in the internstionsl situation; Con:ressional ond «hite louse
discuscions of the need for mibilisatior or at least "srcemobilizstion';
the Jossibility of new developments in intellizence technigues that
ni ht upset cstablished administrative patterns; the scknowledged
cerfTict betwesn "security and cfficiency" in intelligence work; #nd
other factors which affected the efficient crzanizstion of intelli-
_ence ectivity. /lonz with these was JIA's somewhat unenviable
nosition of being toth the youngest member among long established
intellizence a-encies, and the one zzency that had the bro:zcest
authority for coordinating all of them,

In relation to the recent outireak of the Korean war and the
developin - cold war with the "Soviet Fmpire," all of I[#'s organi-
zetionel pjroblems had a new urgency. They were summarized as follows
on September 1, 1950, a month before Ceneral Smith came on duty,
in 2If's annual budget estimate intended for the ‘resident, the
Budet Buresu, and selected members of the Senate und House ’pproe
priations dommittéesxl
"o « o JI2 must ensurc that its own intelligence production
effort and that of the departmental intelligence apgencies

sre continuously oriented toward current and long-rsngze
requirements of the nstional security interests snd

1"Introduct0ny Statement" (Secret), p.l, of CIA Budget Ostimate
for Wiscal lear 1952, Sept. 1, 1950; copy sppended as Tab I
of CIA Comotrollerts "idistorical Hotes . . . ,%" 1945«1952 (Tup
tecret, TS #7L650), in 0/DCI/HS files.
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objectives; / that 7 intelligence collection nd source
exploitstion of all U.5. intelligence agencies effectively
meets the reguirements and priorities of the istuiligence
production cffort; /thmt 7 all ecateories of intelligence
requirements bearing om.the nation~l security are specie
ficelly identified and dafined; / that 7 responsibilities
for collection and producMen action are appropristely
allocated ithroughout the governmental intelligence structure;
and finaily, that the relationship between the .overnmental
intellizence effort and the policy plannin. &nd operational
levels of the  overnment are stremgthened in order that the
intelligence »rocess is effsctively and continucusly brought
tu bear 8t sich levels,® ‘

2ropussls and Ideas for ijeorganisation, October 1950

There was, however, no lack of organizastional planning and
manzgement advice available to the new DBirector in October 1950,
Judginy from the number of staffs withim Ci# whieh had continuing
respensililities for organisationsl self-criticism, review, and
improvement. Ho less than six major staffs and one intra-/ -eney
committee were involved in sueh orgzanisationzl planningl as followus:

(1) The {anazement Staff wss expected to advise the

Jirector on organizational structure and on "menagement

improvements" generally, to raticnalize conflicts in

statenents of functions and jurisdictions amon; the several

offices, and to prepare the Agency's composite organizational
chart and asmal,

lThe orsanizational planning functions of four of these staffs
(except the rersonnel Staff and Legal “taffs) are ocutlined in
& survey of Cis's "management improvement activities," pre=
pared 2bout September 19L9 for the Buresu of the Sudget, as
part of ClA's budget estimates for the following fiscal year,
Subsequently this survey was issued as part of General Order
Noe 23 (Secret), Sept. 19, 1949, as an organizationsl planning
directive addressed to all Assistant Directors and to heads of
the other components. (For copy of this (rder, see 4znazgement
Staff files, in CI’ Records ZJenter.) f year later, on tept. 1, 1450,
a sinilar statement on l.t's *,,,Yanaement Improvement /ctivities"
was sent to the  resident and the Fud.et Bureau, as part of (IA's
Bud.oet Estimate for ¥iscal Year 1952, previously cited.
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(2) The Ccorcination, Uperations, and . luns Staff (20:98)
was responsible for reviewing proposals for the improvement
of both C1M's external relationships and its intereagenecy
‘@oordination activities,

(3) The Inspection amg Security Staff (I%S) had an
inspection group for concut®ing "special investigetions of
operating and administrative activities" and for recommending
imsrovements 1o the “irecctor.

(L) ihe fuc gt “taff hed verious budzetary planning
and expenditure control functigm# which were intended to
crevent "empire building® by #ny one operatin: office ano
to assure, smon other things, "flexibility of operations
withoul weste , , . apd Without non=-productive work,!

(5) The ferscnmel Staff, amonyz its other activities,
supervised personnel classifications and salary structures,
in order, for example, to uncover and correct unnecessary
or undesirable duplication and competition between specizl-
ized positions among different components of the Arencye

(6) The Legal Staff, which reviewed pending lesis-
lation and proposals for NSC directives, had prepared
various briefs for fhe new Director on (lA's organizetional
problems senerally.

(7) The inter-office iroject feview Committee (.-H(),
headed (in October 1550) by the Cl# ixecutive, which a2llo-
cated funds for new projects not foreseen in the annual
budgets, wes expected among other things to scrutinize new
project ‘roposals critically from the viewpoint of possitle
inter-of fice jurisgictional conflicts or externsl coore
dination ;roblems.

15ee Historical Staff interview with Lawrence &. Houston,

Jeneral Counsel, in 1952, in O/DCI/HS files.
Qfs of tov. 2, 1950, the ®RC consisted of the xecutive {chairman),
the tudget Officer, the Assistant IZirector or hief of the
project-sponsoring office or offices, anc the chief of the Legal
Staff (the latter without vote), See idministrative Instruction
Fo. 60-2/1, tov. 2, 1950 (Secret), amons records of fana-ement
Staff, in CI4 Hecords Center.
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In each major cper:tir: component of the fgency, moreover, the ,
‘Sﬁistapt Pirector was expected to reiiéw the internal efficiency
of nis own office and coarrect ;i§glaps and duplications, if any,
with other couponents and with outgide avencies.

in adcition to having access to these internal scurces for
or anizational advice, the new Director was confronted in October 1950
by a varieﬁy'of recomiendations and puldance from outside agencies
and groups. Far fronm being & strictly "within the family" matter,
of "purecly internal concern" to the Dircctor and his staff, Citts
orzanization and 1ts organizational problems hed for some time
evoked the liveliest interest on the part of other azencies of the
Jovernment. CIA had been reviewed, critically and sometimes in
detanil, by various suthorities almost continually during the pre-
ceding two years; and some of their recommendations were still
pending when General Smith came on duty in October 1950.

The principal investigation of this kind was, of course,
thet made by the "lulles Committee" and endorsed by the G in
19491, There had also been an independent survey by the "Hoover
Ccmmission,” more specifically by ite Tberstadt Committee, whose
findings, althoush less influential, had for the most part tended

to confirm those of the Dulles group.

1See hapter [, above.
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In 1949 and 1550, the Defense and State lepartments had each
made further studies and regommendations on particular zspects of
BIGY: | orgapization: cne (by the Joiﬁt Chiefs of Staff) on the
control of.C‘A's clendestine activities under war mobilization

condit:’mns;l

an¢ the other (by State’s intelligence chief) on CIA's
production and inter«agency coordination functions.2 'Still another
proposal was made jointly by the two departmentis, in a study scnt
to 3L¢ in July 1950,3 callin; for the reorganization of twe sspects
of UIf's production responsibilities (estimates snd cufrent indi-
cations) intc © newly-titled "Nationsl Intelligence Group," dis-

+ cussed more fully below. Finally, the Bureau of the Budget had
been quietly promoting a continuing program of "mensgement improve-

ment asctivities” throughout the sovernment. 2lthough CIA was pare

ticipatinig in this program in 1950, it had recently reported to

Lyeno from chairman, Joint Chiefs of Staff, to Secretary of

lefense, fugz. 11, 1950, and memo by DCI to Brig. Gen. John
Mauruder, Office of Secretary of Defense, (Top Secret,
TS +43639); copies in 0/DCI/EA.

2The State Departmentts staff study was the so-called "Four
rapers" study, July 1949, sent by State to ICI, Aug. 2, 19L5.
4 copy of the study, and intra-CIA comments on it, are in
0/1XI/HS files.

3mis study, entitled "State/Defense Staff Study", Mey 1, 1950
(becret), was sent to the DCI by Under Secretary webb of the
State Department on July 7, 1950; copies in 0O/DCI/HS files,
and in O/DC1/ER. See also "ICAFS=Webb" file, in O/uLGI/iIS.
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the Budget Bureau thet it was "difficult” to apply manak;emﬁt-control
standards and concepts either to its ovcrﬁ production program or to

its covert activities, =nd that it was "most difficult," in addition,
to carry cut effectively its inter=~ajency coordination responsibilities

"without the authority for directing action.“1

Influence of Dulles Survey Crowp sfter October 1950

. 0f all the organizational recommendeticns that confronted
General Swith in October 1950, those made by the Dulles Group in
1949 were at once the most detailed (with 200-some pages of findings,
conclusions, and recommendations); the most comprehensive (in that
they covered CIA's entire internal organization, ana its external
relationships to the other agencies as well); and the most objective
(in the sense that they represented views of three disinterested but
experiénced men from outside the Covernment's intelligenée organi-
zation, #nd men who were not ex officio representing the views of
any interested office in CIA or any interested intellizence agency
on the cutside)., Besides being detailed, comprehensive, and objec-
tive, the Iulles gzroup's proposals were the most a2uthoritative and

compelling of all the suidance that confronted Genersl Smith

lLetter by ICI to Director, Bureau of the Budget, (Secret), no

date (stout Sept. 19497), forming part of General Order
No. 23, september 19, 1949 (Secret); in records of “anzgement
Staff, in JIf Records Center,
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between July 1950, when he was Being approached by the white House
tolﬁe‘ths new 'CI, and Oct$§§r 1é503'w£§n he assumed office in CIA.
¢s endorsed by the Nationalé@ﬁéﬁQity Council in *l&C-SO",l the
Iulles :eport had become a blueprinﬁ‘offiﬁiernal changes that the
ICcI waé, in iffect, erderec to 1nstali. ts has been noted, no
radical effort had been nade, beforngéctober 1950, to install them.
Im short, the recgmaagdation§£;f the Lulles Comnittee could
not be i%ﬁored in any éase;?yut to make their acceptance all the
more certain, General Smith's new Deputy, Willlam H. Jackson (& co-
author?of the recommendations), a:reed to join Smith only on con-
dition, amoné other things, that Smith ﬁwoﬁld réad and approve the
Dulles Eeport.”a Meanphile,véne‘qf General Smith's first formal
acta“bx_z teking office was to att."éz;d a meet-’iﬁg of the Naticnal
Security Councii (on October 12, 1950), where he firmly but
cautiously announced his intoh&;pnbto carry out the Dulles recom=

mendations, with one mejor exception. On October 20, he reiterated

f

See Chapter I, sbove, The NSC's endorsement, in July 1549,
took the form of a document entitled NSC-50, and was an
endorsement, technically, not of the text of the Dulles :eport
but of a summary that had been prepared, about May 19LY, by lb.
Gen. JosephT. McRarney, Office of the Secretary of Lefense,

in consultation with W. rark ‘rmstrong, Jr., intelligence
ciief of the State Department, and others. ‘

%iistorical Staff interview with william H. Jackson, Feb. 15, 1955,
in O/DCI/HS files. : :
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his general adherence to the Dilles program at his irst meeting
with the Intelligence Advisory Oommitfae.l

The principsl changes deriving from the Dulles fleport that
thus seemed s0 cerbtein of iﬁcorporation into the actual framework
of ZipA arc summerized beiow. Five new “divisions" were recommended
to replace the 15e~sume components infCEA's headquarters: Estimstes;
iiesearch zn. esorts; Operations; Joordination; and Administretion.

Intellizence production functions were to be realiined #s
follows. C+4F, which was handling both nationsl 1ﬁtellig&nce esti~
mates anc all other types of finished inteliigence, was tc be
revlaced by two new divisions: "Estinétes",‘and "lesearch and he-
ports," The new istimates Jivision, as avsmall but separste come
ponent of the Ageney, was to do the estimating work that had been
divided among CR" components.2 These estimates would be drafted,
not entirely centrally, tut with grester reliance on depertmental

contributions, while the work of "correlating" conflicting intelli-

zence opinions and evaluations among such contributions should be

lme meeting of the NSC on Oct. 12, 1950, was referred to by
Smith later, at the IAC meeting on Oct. 20, OSee 1/: minutes,
Oct. 20, 1950 (Secret), in 0/5CIL/HS, filed under "1.CY,
Smith's Mane. exception® to the Dulles Heport was the mer -er
of 00, 0"C, and 00/Contact Division (he did not mention
(0's Foreign Proadcast intellizence Division). The "coore
dination of these offices . . . could be achieved by more
effective cooperation, without merger," he said. ilis later
decision was somewhere in between: in Jamuary 1951 he ;rouped
them 211 under the new DD/ilans; and in 1952 OL0 and .. were
actually merged, and U0 was placed under the DI/Intelligence.

2iulles Survey Uroup leport, January 1949 (previocusly cited) pp.fl,72.
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shared jointly by the Estinateh»ﬁiviiiégéalataff aﬁd the Intelli=~
gence Advisory Committee (IAC).&'.Thcfigéfﬁﬁs expected to take a
"more active rcle" in producing finished estimates, not'only in
order to rationalize and harmonize inperdepartmental divergences,
tut also, as & by-product, to use the wn!f“of estimating as a means
for detecting "deficiencies &and overlaps, as well as the accomplishe
ments," especially in the Govéfnnent's intelligence collection ~
and ;ollation uork.2

The new Estimates Division was netito be involved, however,
in coordinating the production of otl‘txer.types of national intelli-
gence, Thus, basic intelligence was t6‘be transferred to the new
Hesearch and .eports Diviéion,while the current intelligence publi-
cations might well be s.&‘:'u&;c:cmt.irmed[.3 |

The new fesearch and Heportis Diviéion wés, in effect, to
produce whatever "departmental" intelligence CIA might itself need
to meet its particular support commitments anc obligations to its

own operations and to hisher authority; end any types of research

lipid., pp. Lb=LS, 61, 72.
27pid., p. 61.

3The evaluation of hcstility indications abroad, in the form
of "national indications", was not mentioned at all in the
report, slthouzh the closely related concept of current
intelligence did receive discussion, but only then to be
questioned, by the Dulles (roup, a8 & legitimste funciion
of CIA. (Ibid., pp. 70, 84-B6.)
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that might in the futﬁre be authorizeﬁ as a "service of common concern',
In this proposed merzer, the existiﬁé GxE units for sclentific, eco-
nomic, and geograuvhic researcﬁgggre all to be plzced in the new
vesvarch division.l Finslly, the new division was to take over
certain supsort serviees from other offices, chiefly tne liirary,
indexing, ref.ronce, and collation eclivities which were divided,
at that time, between GCL's centrel library, OCL's spccizlized blo-
groohic und industrisl-plent registers, CU's Poreign iocuments
Iivisicn, (1..1's map library, and OCl's pictorialllibmr;r.2

Siil's fleld ccllection responsibilities, beth overt and covert,
together with its separate but relatedioffica for clandestine operae
tional services, were 21l to be "closely integrated" into & single
new Operations Iivision, CU, 0S50, and GFC being abolished as separate
entities.3 This merger w<8 t¢c involve all elements in the two covert
offices (072 ane ©C)., It would olso place under clandestine control
00's Contact .Jivision, (including field cffices in the United States)

an¢é the Foreign proadcast Intelligence Division (#070), (including

livid., . 3. The scientific Eranch of C+: had meanwhile
{before January 1949) been shifted out of QRE and reeestablished
as & separate office-=the Office of Scientific intelligence (0S1).
. See Chapter Vi, below,.
Dulles Survey Group Heport (previously cited), pp. L8, 62,
3, 103.

3},bid.’ ppo 96"1070
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the world-wide monitoring network manlggg by‘its field "bureaus®).
00ts third major component, the Foreignﬂgﬁeghonts “ivision (FDD), not
being a field collecting unit at & headq;irters facility‘fdfkpro-
viding library, indexing, r-;—-féréixeq .gesearch, and translztion
services on foreign-language dooumenté;%;ﬁarto be transferrved, #long
with analogous types of services in 00D adE:ORE,*to the new :wcsearch
and Aeports Division. _

CIA's inter=szgency coordimation responsibilitics and functions,
other than those relating directly‘to the production and collection
activities described above, were to be reoiganized into 2 new “Joor-
dination Division.l The Dulles Group was not entirely clear, uowever,
as to how far coordination ceould be centralized im such e staff
division. Jome of the Agency's liaison work with the Joint Chiefs
of staff end the National Security Council's staff, for example,
would be decentralized tb the operatiﬁé branches most concerned.®
On the important matter of inter-agency problems outside of washingiton
headquarters, however, the Dulles Troup auparently msde no recom=
nendations, except to note that responsibility for coordination was
"divided", and that 1t wvsried from erea to area, in each case in the
hands of whoever was the "Senior United States Aepresentative” in

3

that area.” On the other hand, in Weshington, the new loordination

1bide, poe 43, 46-LE, 55, 61-62. See Chapter III, below.
2iulles Survey Croup Heport (previously cited), p. 47.
3bic., pp. LE-L9, S1.
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Division was to inherit OGCD's Liaison Division, which conducted a
' elearinshouse for arransing, expediting, and controlling 'ency
contacts and liasison with the many fic and noneI . a encies through-
out the ‘overnment. [ince this clearinshouse function was not,
however, & "hish level" policy-mekins activity but an essential
middleenan urocéss, between Clit!s reseerch personnel anc the departe
mental ccllection-control offices, the Dulles Croup frankly predicted
thet the new Coordinetion Division might, @8 a consequence of this
proposed shift, be frustrated at "the mess of adm:nistritive detail
involved, sand the resulting delay in the satisfaction of Z"informational;7
requests" involved in such day-to-day lisison work of oot

Finelly, with respect to the Agemey's sdministrative-support
staffs, and its other related support services and mane~smente=control
activities that constituted the remalnder of its headyuarters
organization, no staffs were recommended abclished by the Dulles
Group, nor were any new staffs recommended, such as a training center,
or a separate commnications office. The existin; staffs were tc be
re-crouped under z new ‘dministrative Division, but the iulles Croup

urged thit overt snd covert administrative services bte sovehow come

partmented fron each other. Comglete "centralization of zll

Livid., pe bS.

————

I1 3L

ECRET

Approved For Release 2005/04/21 : CIA-RDP64-00654A000200010001-9




Approved For .ease 2005/04/21 : CIA-RDP64-00654‘)0200010001-9

administration in one office is undesirsble, since secrei operations
require their own separate administration,” the Dulles Group
concluded,t |

The tone of the Dulles Report was conservative in recommending
not expansion but restriction of CI2? to those functions assigned or
derived from directives of the Wational Security Council. CIA should
"discard," especially, sny intelligence production work that was
"superfluous or competitive with the proper activities of departe
mental intelligence" in .he other a:encies, the report said.2 ORs
was particularly criticized for hﬁving undertaken to produce what
the Dulles Zroup stigmatized as "miscellaneous" reports; and for
attempting to become "a competitive producer of intelligence on
subjects of its own choosing which can by no stretch of the imagine-
tion be called national intelligence."3 Conversely, nhowever, CIA
was criticized, elsewhc-» in the report, for not having asserted
and expanded its autho. .by; for not being more "asgressive" in
promoting inter-agency :ocordinsticn and cooperation; for not exer-
cising better "leaders' .p, imagination, &nd initiative;" and for not
Ziving “continuous exa:.nation" to the other intelligence a;encies.h

Three fields of intelligence activity were singled out as
being "oarticularly" d ficient in coordination: scientific intelli-

gence; communications 'ntelligence; and domestic intelligence,

1Ibid. » e 380

21bid., 1. 63.

3Lbid., e 5, 1. See also Chapter I, zbove.
'‘Dulles turvey Group .teport (previously cited), pp. 42,48,55-56,76.
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. including counter-intelligence and the points at which domestic and
foreign intelligence overlappga.l The Dulles Croup admitted else-
unere, however, that inter-#gency-coordination was difficult as
long as there was & "lack of rmtual confidence amongz the departments,®
and said that all the intelligence‘aéihcies must ultimately "share
in the general responsibility"a fof whatever failures end deficiencies
in coordination and for whﬁtaﬁsr lack of eooperation existed,

Finally, this function of "coordination," in addition to
being stressed by the Lulles Group as a major substantive resvonsi-
bility in CIA's jurisdiction, wes rchnﬁcndﬁd &5 something to be
more widely emphasized and advertised;jin CIA's public relations, so
thet CiA would becoﬁe better known, publicly, as the Government's
"coordinating agency" for intelligence, and thus help to “cover up
rather than to uncover the secret operations entrusted to it."3

Some of the organizational changes in CIA as they were
actually developed #nd installed after October 7, 1950, were, indeed,
baged on the Dulles Committee's recommendations, especially as they
pertalned to estimating, research, secret operations, and compart-

mentalized administration. Other recommendations, however, were not

bid., up. 56-57.

21bid,, pp. LS, 60.
3Ibid-, PPe 36’ 39'

Sme————
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followed by Smith's acdministration. ~ome changes made by him were
derived less from the Dulles geport than from other sources, or
reflectrd 1oter orotlems not anticipated by the Dulles Group.

So comprehensive was the Dulles Beport, however, that hardly
a change could be made or considered, in 1551 and 1952, without
colleting it with the corrcspondin; idess &ud findins of the Dulles
Committee, and the Dulles .eport frequently toox cn ar almost leze
endary character. ™Mr. IDulles himeelf modestly acknowled:zd the
"lzvend", but alsc ndded » realistie apcralsal of the facts, in an
address hefore CIA emplou ces in February 1953,1 shortly after
Zeneral Imith's sdministration hed ended and his own bejun:

7211l Jackson and 1 sat down and spent & good bit of & year

/[ in 15LE 7, with such experience as we had behind us, in

outlinins the kin: of organisation that we felt should pro=

duce intelligence e « o« « That general blueprint is, I

believe, sound. ‘'enersl Swith and Eill Jackson, #nd to

some extent myse.f, during the past two years, with the

atle help of mar; others, have been trying to put that blue-

print into effec.. ‘aturally we have changed it here and

there, tut by ar lar;e, we have today, 1 believe, 2 woridng

organization."
CIA's functions, Dulles tent on to say, were, by 1953, "reasonably
divided, tetween the ccvert and the overt: between the production

of intelligsnce, endin: up in the finished product of the Netional

sstimates, and what 1s done on the covert side . . . % In

1 semarks by *llen :. Iulles, XIedesignate, Feb, 13, 1953 (Secret),
at CIft's 9th Agency Orientation Conference, in OTH Training
Bulletin Yo. 5, March 31, 1953 (Secret) among records of
Henagement Lteff, in U2 Hecords Jenter.
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another comasnt, £lec in Febwuary 1953,1 [ulles denied, however,

1hat any one or mnizaticnal sattern wemdd, by itself, insure the
succers of intelligence: "There 1Q,éb easy Tormula or =agic tnble

of orgenizstion" in intelligence activity, he cautioned ihe {1 staff,

‘lan for & "Netional Intellience iroup

One major reorgenisation plan confrontin; General Mwmith in
Uetober 1950 ceme neither from the Dalles Jommittes nor from within
310 This ulsn wes contained in a “steff study! lssned ‘ointly by
the Defsnes and “tate i@partmints on May 1, 1950, btut not sent to
‘eairsl Hillenkcetter until July 7, shortly before his ex ecicd
rotirement #n Tirsetor wes publiely announeod, sn:t Tive wucke before
Senersl Smith's pome wes “ormslly subnitied by resident irumen to
the ' epnrte. The ilen wax developed prircipelly by Brig. Zen. John
fa rader {in ‘eTense) arxt J, "Erk ‘rastron:, Jr. (in Jtate), snd
eclled for the consolidation of nationsl intellipence production
functions in 5 new coaponent in D2 o ﬁa Irtelled the "nationnl
intelligence “roup.” TYhis new group wee Lo consist of two ms jor
staffs: one for the ;roduetion of éstiaates, the "nation~l estinstes
stalf" (sinmilar to whet the 'ulles Jleport oroposed); #nc Lhe other

for the surveillance of hostility indicetions, the "current

liettar of greetin-s by lulles to sll I. personnel, Feb, 26, 1493
( estricten), on the occasion of assumins duty as :0I; in
“unnusbered re ulstions® file, smon- records of ana;ement Ltaff,
in & .ecords Center,

11 3¢
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intellizence staff" (a feature not to be found in the Iulles .eoort).
} detelled charter for esch of these two staffs was included in

the {tete-lefense study, and it reads, from the véntage voint of
_"historical hindsicht," much like the charters of ONE and 03l as

they ﬁere actually crystallized early im 1551, No mention was made
in the plén, however, of the third principal type of national
intelligence production--the National Intelligence Surveys—presumably
because the IS program was not nlcontroversial issue. The ia ruderw
trmstrong plan also provided for the then-dormant Intelligzence
fdvisory Committee to be zctivateo as the inter-acency coordineting
commitiee for estinates, The IAC was to be responsible, the plan
ssid, for feconciling conflicts in intelligence opinion, 2unong the
conuributing departments, in the drafts of‘estimates and in other
netional intelligence products arssembled and disseminated by CIA.

It had been this one orgenizational detail of inter-agency
committee prbcedures, in the "nationsl intelligence group“ plan of
May=duly 1950, on which the lillenkoetter administration hzd seized,
late in July 1950, to reject the plan in its entirety. whatever
the merits of the detailed charters of the oroposed estimates and
indications staffs, or the merits of grouping these two closely
related staifs under s single chief of @ "national intelligence
group" in CI?, they were not mentioned or discussed at 211 in the
idrector's reply to the State and Defense Departments, dated
July 26, 1950. Instead, “IA's comments, and its objection to the
whole plan, were directed entirely at the issue of preserving the

II 3%
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Director's individusl prerogatives and his independence of judgment
end decision in producing finished national intelligence. with
these comments, I was challenging the imglied threat to CiA that
the Intellicence fdvisory Committee, together with the departmental
intelligence chiefs assembled in thet Comnittee, would replsce the
Mrectorts individual responsibility with their own %"eollecilve
responsibility." <Cli's rejection of the entire . lan on this single
issue was re -arded a2s one of "good tactics'", it was said lster.
CIA felt justified in "going to the other extreme"™ and invoking
"old issues,™ according to a later recollection by one of the
principal staff officers who had advised Hillenkoetter on the
prepsration of his reply in July 1950.1

There followed almost jmmediately, however, in 2fugust and
early September 1950, a reversal of CIi's position toward the proe
posed "naticnal intellipgence group". A series of negotiations and
conversations with the Defense and State [epartments wes followed
by apparently complete inter-agency agreement.z Thus, after the

rejection of July 26, the State !epartment sent a modified version

1&istorica1 Staff interview with Lawrence . Houston, CIA

General lounsel, Aurs. 19, 1953, in O/DCI/HS files,
2See iistorical Staff interviews with Brig. Oen. John Mszruder,
Nove 18, 1952, and with Lawrence %. ifouston, April 21, 1953,
July 23, 1953, and fugze 19, 1953, in 0/DCI/HS files.

II 4O

Approved For Release 2005/04§EQB§EP64-00654A000200010001-9




Approved For.ease 2005/04/21 CIA-RDP64-0065‘)0200010001-9

of the plan te Hillenkoetter, on August 14; and "shortly thereafter”
42 ruder (in the Defense Inpa:ginnt) discusﬁed the revision with
him personally. iillenkostter and his staff in turn undertock a
further revision, and thet revision was then pessed on to Majruder
by Hillenkoetter, 211 this happenod; avidently, within 2 single
weeke On /fumust 21, 1950, there wss a:furthar CI-Defense meetin:
to discuss (if's revision, whereupon still enother draft, and
possibly other subsequent revigions, were prepered, ajzain this time
in CL4, wWhat appears to Ee the. final draft, representing Clr's
agreed position, i8 an undated, p¥inted copy of the revised organi-
zational plan for a "national intellisence group," sent by CIA to
HMagruder on September 13, 1550, alonz with 20 extra coples to
circulate anong Defense Department intellience officieals.
Throughout this series of‘revisione, CIli's essential changes
in the 'nationsl intelligence group" plen were chiefly in the
direction of rewordin: the contrcversisl phrases about the inter-agency
coordination job of the Intelligence Advisory Committee.l The
ClA-apprcved revision reasserted, seriatim, that that Comuittee,

was indeed, as its very name indicated, "acvisory" (only) in the

liased on a collation of the originel draft of the "national
intellivence group" plan, dated May 1, 1950, and the latest
draft that has been seen, undsted but probably about
mid-September 1550. A copy of the latter draft (Secret,

numbered ¥, 2«5676), attached 0 & memo by Jackson,

Octe 3, 1950, to Smith, is in 0/DCI/7H, filed under "iCGCIL--1550".

I L
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Scope of its suthority. The finel draft implied, furthermors, thst
the 17 would not become ¢ 7orwsl boapd of review for UUi's intellie-
sence production, nor a board of directors over ClA. dudsing fronm

a collation of the original draft of “fay-July 1950 and the version
of “eptember 1950, however, there were ru essential lones in the
prouosed charters of ihe "national estimater staff" snd Lhe "current
intelligence staff", which were to make up the new "national intelli~
TENCE  CTCUD. !

:lllenkoetter, havin: approved ihe revised plen on aboud
Ceptember 13, 1950, was apparently ready to place it before the
“ational uecurity Council. On about this date, howcver, he was
instructed by Sidney W. Souers of the White -ouse staff, not to
meke any "comaitments or agreements affectin; the ‘gency; . « . prior
to the arrival of the new Director."l

It is not clear whether General Suith end Jillism il Jackson,
who since late ‘uiust 1950 had been Director and Deputy Director-
desimetes, had intervened with iiillenkoetter, nor whether they
were actonlly consulted zt 211 on the “maticnzl intelli cence rount
plan. “mith mede no mention of the plan in his first spsecrance ot

the Hatlonsl Security Council early in Ootober.2

1bxact1y when this word from the white House came to 4illenkoetbter

is not «krown, from the fragmentary records thet jave survived. In
eny case, the dete wes some days, at most, before sept. 13, 1550,

ane this resguest Lo him was msde specificelly in relclion to the
'netion=l intellijence .roup" .lorn described sbove. (. ee Jistorical
£tefi interviews with Houston, cited above.)
Zsee Mpoush craft of TAZ minutes of Oct. 20, 1950, in ©/uci/ 1S files.

II kL2
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Jackson saw the final draft about October 3, 1950, four days
before he actually became Jeputy. On that day he senl ensral Smith
an informal ncte,l comtending his attention to an attached .lan for
a "naticnal irtelli -ence group”, which by now was retitled 2 pro=
posed directive to be issued by Hational Security ’ouncil, but which,
in »1) substantive deteils, wos identieal to the Final draft of
September 13, 1950. Jackson went on to conclude that the sroposal
was a "sound" one, subject only tc his later discussion of it with
the Ceneral Jounsel and with the lssist:nt Uirectors; end he urged
Smith to oiscuss the draft with Hillenkoetter, "who iz, i believe,
in general a reement with the / proposed / directive." The tone of
Jackson's endorsement of the revised plan for a "netional intelli-
rence Toup" su;ests that his acproval of such a group represented
his considered judgacnt and conclusion., If so, his endorsement
indicated a change in his point of view between January 194¢, when
he had been a member of the Dulles Sommittee,‘and tugust 1950, when
he had made his own eppointment in CI/ conditional on Jenersal Imith's

acceptance of that Committee's recommendations.

lemorandum from «.H. Jackscn to JGeneral Smith, Oct. 3, 1950,
end (attached to it) a printed copy of an ll-gage dreft of a
"45C Directive®™ on the "national intelligence roup" (iecret);
in 0/7Ci/7+, filed as cocumert no. %.x. 2-5676, under
heading " &ULLw=1950."

Ii L3
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Ceneral Smith's decision was boc reject the plan, at least
in the form of 2 draft directive to be issued by the HSC. On
“ctober 20, 1950, he mentioned this proposed directive (along with
obther proposed 360 directives beariég on other JI/ responsibilities)
tc the Intelligence Advisory Committee, and announcec that, with
the agreement of the lefense sud Ztate Departments, "Turther cone
siderstion of these drafts was terminated on the basis of /[ his /
assurance bhet 5C=-50 constituted a sufficient directive zt the
present time."l The .lan was subsequently consigned to the files,
with the instruction, “Indefinite Suspense," written across it by
him personally.z

The deticnal Intelligence Jroup plan was thus discarded,
but some of its essential recommendations evidently re-appeared,
in part, in the actual reorgenizstions that followed. Thus, the
Intellience "dvisory Committee was revived and strengthened as an
interea ;eney intellience review tosrd, and the kinds of problems
which it undertock tu review, beginhing in Cctober 1950, werc almest
precisely those that were outlined in the rational Intellirence

Sroup plan.B Next, CIf's two major types of national intellizence

11/ Geriwl, sete 20, 1950, in O/DCI/HS files,

2he sarticular copy of Jebb's letter of July 7, 1950 to the ICI
which Gmith later endorsed, "indefinite suspense,” is in
0/201/i e, filed under "State Department.v

3

See later section of this Chapter, below.

i Lk
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{estin:tes and current iﬂd&dgtionn)'ﬁérn, inéeed, Jividgd retwasn
two new co~egusl stal®s (§h§ﬂ§¥fieé of Yational Fatimstes ard the
0ffice of Surrent ntelli aase),l 1nlﬁqgimter 1950 anc Jdunuary 1951,
#ng & sesr letor thess fwo c:ampoﬁ.ngfilé‘r@ :'rs-,grnu,’,yéz'ﬁ, not lltm
in 8 sticnsl (ntclllgence Jroup, tﬁt in a larer roup coaprlsing
21l of the ‘omne 's cua onents econcerned with nailonsi intellijence,
under & [wsiy dirooior for lei!?ﬂcﬁ (/. ).2 flthou s the

J1ohad & o ifferept Loaition Sﬁ# wider recponuibilities, one of
his chi«f functions, 1ike that recemmenced for the iatlonal intelli-
CEnge Lrong, @0 to ccercinate the Lwo wrrpilel types of nationtl

a1

intelliscioge « v lurllions-=long ranse esilz tes cod femediare Lodlde

ceticsg of Lhe Jurszlon oiwer sitas

cxpension of the .drector's Imaeeciaie (fioce, 1§50-1517

The revreenizetion of the Lirestor's immediste o lice anc
the o opcintaent of & considerstle number of new ssgistznte te work
with iz, Le dnning in October 1950 end ertendinge into 14T,
reprepented one us or series of orpanisctionel chonges under
enersl caith which alfected the entiye fdgency, includin: its
nationsl intelli ence production sctlvities, 1ts clondestine

sperstilons, 1ts varicus supporting services, and its rel-tions

Loee Thepters VidTand 1X, below,

e

“.ge next zoction of this Chepter, Lelow.

11 45
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with the other intelligence and security agencies of the Government.
“he expansion of the Directof's cffice hed no precedent in the
!zencyts histery, ncr hed it bﬁoﬁ foreseen or siecified ir amy of
the formel recr-zrizeticn rlens Qh&eh were —encding in the summer
of 1950,1

Under Genercl mith's predecescor, the hish eommard of the
Fperey he? ponsisted simply of the Mrector and trres _rincipel
zenistante-ethe Derity Director for Central Intellirernce (DDCI),
the TI'" "weecutive, and the eputy'“xecutiva,ztcgethcr with the
foriet=nt Droetors in the =szversl operatin: of7ices 2nd the chiefs
of the several cminietrative staffs, ollectively and informelly

.

these of ™Meers comprised the Directert's immediete staff,

lThe nilles Survey Group's repert of 1949 contained no recom-
mendations for &additional Deputy Directors, it did, however,
oropose a centrrlized ‘dministrative Bivision, whose juris-
diction was essentially similar to that accomplished under
the Denuty “irector for fdministration, a2s estiblished in
December 1550 (see below); but there was nc sug estion that
the chiefl of the ‘dministrative Divislon would have the
status of » Deputy Director. Likewise, the Defense~State
nlan for & "¥ational Tntclligence Trovp", in July 1550
(see above)}, did not call for a new leputy Director to head
that Oroup, clthou-h the re-grouping of estimsting end
gurrent intslligence in such a :roup was schieved, in effect,
by the estatlishment of the leuauty Lirector for Intelli:ence
in Jamary 1952 (see below).
2:ne cositions of 0LCI enc fxecutive had been vacant since May 1yh9
end June 1950, Since June 7, 1950, Lyle T. Shannon, ucputy xecuw
Live, nad veen serving as ‘citing rxecutive. {Sse ‘wenerel Jrder
No. 30, Secret, June 7, 1550, in CIA ecords Center.)

11 Lé
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Genersl Smithl and his mew Deputy Director, William H. Jackson
seen to have determined on r;ifganislugdthe Mirector's office soon
after they tock office, in the dir;éaion of delegating responsibili-
ties to a number of additional principal aszistants., By November
1950, the estsblishment of three new *functional” deputy Nirectors,
in particular, waes under eanai@érutianz (1) a Deputy Director for
National Estimates {"/NE), who:‘onld supervise not only the new
Office of National h.stimates but also the other offices that ware

perticipating in the production of finished intelllgence and in the

loenersl Smithts appointment as Mrector of Central Intellirence
had been rumored in the public press sarly in July 1950, and
on July 26, he Jyas publicly and officially wentioned 23 a can-
didate (alonp ¥ith William Foster) by the White House press
secretary., Other candidates besides Smith and Foster mentioned
in the press (but not by the White House) were: David X, E.
Bruce (July 3); William J. Donovan (July 19 and Aug. 18); amd
Nean Rusk (Aug. 18). Smith's nomination was sent by President
Iruman to the Senate on Aug., 18; he was confirmed on Aug. 29%;
and he took office on Oct, 7, 1950. (See press-clipping file
on CIA, July-%ec., 1950, in CI& Library,)

II kW7
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related activity of inter~agency intelligence coordination; (2) a
Deputy Director for Uperations (DD/Q), who would supervise the two
offices concerned with clandestine operations (0S50 and G-C), as
well as the uvert operations office (00); and (3) a Deputy iirector
for Acdministration (D!/A), who would replace the CIA “xecutive and
supervise all the administrative~support components in the /gency,
both overt and cavert.l

Of these three proposed functional Deputies, the latter two
were est:blished almost immediately, in lecewmber 1950 and Jamary 1951,
while the other was never established at all. what was at first
considered as the DD/NF, however, was obviously reborn as the Di/I,
a year later.

In their actual development, in 1951 ancd 1952, these three
positions varied in some details from the plans consicered by
Seneral Saith in November 1950, both in their titles and in the
Jjurisdictional lines among them, but the end result was that, by
1952, the Agency's many operatinz units werc, with few exceptions,
divided into three ma or grcups of components under three coe-equal
Dejputy Directors, essentially according to the pattern devised in

Hovember 1550,

ISea, for example, proposed CIA organizaetion chart, undated
(about Hov. 1950), and proposed chart for a separate "Deputy
Director for National Estimates" (Nov. £, 1950), both
unclassified, in [D/S files,

I L8
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First of all, thetjlﬁ Executive was replaced by the Deputy
Birector for Administration (DD/A), qgfnecember 1, 1950.1
Murray icConnel, who recently had jbined CiA and was serving in the
traditional ;osition of “xecutive since October 16, was appointed
to the new post of /2, and he served there until / ril 1951, when
he was replaced by Walter R. wolf,B The DD/! was initially .dven
Jurisdiction aver the fgency's eﬁtire zroup of administrativeesupport
staffs, toth overt and covert, including those that had formerly
been ths"special responsibility of the CIA ixecutive, those that
had fuqctioned separately, and those (1ike the new treining office)
which were still in the planning atage. Subsequently, the ‘Faining
ffice and certain other supporting staffs were exempted from DD/A
supervision, but in general the pattern of centralized support
activities, with overt and covert aspects compartmented, was developed

and maintained in 1951 and 1952.h

1General Order ho. 38 (Secret), Dec. 1, 1950,

Thid. “YcConnel had been announced as the new Executive on
Oct. 16, 1950, replacing Lyle T. Shapnon, who had been acting
“xecutive during General Smith's first days in CIZ, as well as
under fdmiral Hillenkocetter. 1In this shift, Shannon resumed
his regulsr position of i{cputy Fxecutive, whieh he hed held
since Jamary 1949. Later (Dec. 1, 1950), Shannon wes named
"Assistant DI/¢ for Administration", on the st2ff of the Li/:.
{See “hapter X, below.)

BWOlf had come to CI# two months earlier, on Feb. 16, 1951, as

".pecial Assistant" to the DCI; and he replaced dcConnel as DD/A

on #pril 1, 1951. In an unusual shift, ¥cionnel switched jobs

with him snd became a "special assistant" to the ICI on »pril 1, 1951.
See Teneral Order No. L3, Feb. 16, 1951 (Secret), &nd Hotice 1L-51,
darch 23, 1951 (Seecret); both among rocords of Management Staff,

in CIA Records lenter,
bsee Chapter X, below. II L9
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Under another Deputy, first called the Deputy Director for
Nperations (DI}/O)l and latirx(aspnary’h, 1951) renamed the Deputy
fﬁrccto§>§br Plans (DB[P},Z i;id‘grouped the three compon&ntl*ﬁﬁich
conducte: the 2gency's fi:1d operationss 0SC end 0OPJ, for clandese
tine operallors; nnd 0, for overt operations. J‘llen .. Dulles was
appointed to this .eiuty ,ircctorship33 and he sérvéd in that position
until ?ugﬁat 1951, when he succeeced Jackson as senicr veputy-=Deputy
Oirector of “entrel Intelligance.h In this move, 'rank G. .isner,
fesistant . drector of OPC, became 7./7; rnd & few months later, in

March 1992, the Office of Operationswes scperated from his jurise

sively with clandestine matters.

1The first reference to the new office of DD/Operations, in the

Ayency directives used in this study, was on Dec. 1, 1950, when
the position, still vecant, wes listed, not yet on a formal
chart tut in a list of key officiasle, in General Order Wo. 38
(Secret); copy in 0O/ILCI/HS files.

25enersl Order No. LO, Jan. kL, 1951 (Secret).

3Mr. Iulles' appcintment as DL/P was announced within CIZ by
General Urcer No. 4O (Secret), Jan. L, 1951. The first public
reference to his appointment was on Dec., 16, 1950, when Drew
rearso; reported that lulles is "now" with Jif. (See press
clippings relating to 14, July-Dee. 1550, in Cif Library.)

h‘I‘he &poointment of MYr. Dulles as DICI, the departure of Jackson,
and the re-assignment of Jisner as DD/° were 2ll announced in
Notice 53«51 (Secret), fug. 23, 1951. Jackson wes retsined as
"Special Assistant and Senior Uonsultent to the :CI." (Ibid.)

5The relocation of 00 from DL/ to DD/I wss formally =nnounced
on Feb, 28, 1952, effective March 1, 1952, See Sotice 26«52
(Secret), Feb, 26, 1952, among records of Mana cement Staff in
vil iecords Jenter,

I1 50
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The establishment of a third funciional Deputy for overseelng
the several intelligence production and coordination offices, as
plenned in November 1950, was postponed. Instead, thouse offices,
including the three new production offices cstablished late in 1950
and easrly 1951, became the special interest of the senicr Deputy
Director, williasm H. Jackson, during the ten months from October 1950
to furust 1951 when he served in that position.l During that time
Jackson £lso remeined, of course, ‘eneral Smith's principel Deputy
for the entire Azency. In actuel practice, however, he devoted
his major attention tc the fgency's intelligence production and

coordination activities in partioular,2 and 8o there appesred to be

1on August 22, 1950, when Smith's nomination as DCl was pending
in the Senate, the washington Post had asseried cate orically
that Jackson would be named Deputy Director. Jackson was pre=
viously unknown to Smith personally, so Jackson later said in
2 press interview (oublished iec. 18, 1950). Averill Harriman,
a member of the White House staff, "had a hand" in Jackscn's
selection as Deputy Director, so Arthur Krock stated in the
New York Times in ‘fugust 1950. It was also Harriman who had
"urged" Jeneral Smith on President Truman, asccording to another
press report (Aug. 18). See press clippings releting to Cia,
July-Dec. 1950, in CIA Library. Jackson's appointment was
announced within CI& on Oct. 7, 1950. See (Qeneral Order No. 3
(unclassified), among records of Mana rement Staff, in CI/
ilecords Center.,

o

Althouh Jackson was formally shown, on most oryganization

charts, as leputy Director for the entire #sency, by July 1951
he &,.peared on one informal listing as supervising only the

four procuction offices (ONF, OCI, OR¥, and 0SI) 2nd (CJ and

0IC. (See ©IA fesuletion Ko. 5-11 (Seerct), July 2, 1551.)
Jackson did not, of course, iynore the ‘gency's covert activities
entircly. In the spring of 1951 he conducted & survey of 02C,
for example. (Filed in 0/DCI/iR.)

I 51
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no oressing neec, curing his time, for & separat: functicnal Ieputy
for that -roup or the fgency's*gggivities.

with the departure of Jeckgén in fugust 1951, howaver, and
the appointacnt of Dulles to succeed him as the leputy .irector for
Sentrsl Tntelligence, this wosition of semior .vputy was given &
different and perhaps more traditional emphasis by tulles, vérying
scmewhat from Jeckson's a;proach.l Milles did not ana could not be
expscted to conccnirate his major sttention, as Jackson had done,
on the work of the intelligence croduction anc related overt activities.?
s a consequence, Jackson's departure left all those overt activitles
soqewhat "fatherless," so to speak, without special rapresentation

in the Director's office, in contrast to the group of operstional

liar, tulles served as DI from August 23, 1951, to Februsry 26,
1553, when he replaced Jeneral Smith es 1CI. 18 early as
December 1950 there was preas speculation (in Newsweek, for
example) that [ulles would eventually succeed Smith; and on
many occezsions in 1951 and 1952 he served as fctingz lirsctor
during ‘mith's absence., Ocneral Smith announced his retirement
on February 9, 1953 (see Notice 23«53). The nomination of
alles as ICI was one of :resident -isenhower's first appoint-
ments, and sfter it was confirmed by the Senate, Iulles
officially took office, on February 26, 1953. (See Notice 31-53,
Fel . 26, 19§3-)

ZIt was hecker who called the production offices the 'fatherless"
components of the fgency. cursuing this metaphor further, the
office of Operations (00), duringz the year 1951 when it was
under tne L./, was called an “"orphan" in relstion to the
covert activities which dominated the attention of the Di/r
and his immediate staff. See Higtorical Staff interview with
Recker, ‘pril 18, 1955, in O/DCI/HS files.

II 52
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offices and the woup of administrative dffices, which each meanwhile
had seperate Oeputy lLirectors cve;7£§§i:f

2ceordingly, the plan wes revi;ed, about August 1951,1 for
e third functionel Deputy Director, who wouid‘;uperintend-the
intellizence production offices and related activities; and the
new position wzs formally established on Januery 2, 1952, as the
Leputy itdrsctor for Intelli ence (MD/I).? The four procduciion
of fices (I%+, OCI, 02k, and OSI) were assigned to him, slong with
two of the other overt offices (0IC and 07D); and two nonths later,
on March 1, 1952, the other overt office (CO) was added to the
DY/I's group. Loftus #. Eecker was aypointed as 0i/7,> from among

several candidates who had been considered,h and he servecd there

1In anticipation of Jackson's departure, both he and Smith
amon; others, fa.ored setting up en additional Deputy !irec=
torashi. for these overt offices. Gee Historical Staff intere
view with Loftus . Becker, previously cited.

2
3

*

Notice 1-52 (“ecret), Jen. 2, 1952,

Becker was cne of several men "brought in" to CIA by

William H. Jackson, so Becker recalled later. (See interview
previously cited.) He first served as a spscial assistant

in the Director's office,  from about July to Dec. 1951. (See
I8 Jeg. 5-11, Secret, July 2,1951.)

&

For exa=ple, Xinrman Dou :lass, then (1$51) then headin; the new
O0ffice of Current Intelligence was urged on General Smith by
Pe~ker and others, in 1951, as the Lest men for DIY/T; but
Douglass was already committed to leaving the fgency soon.

(-ce Historiesl Steff interview with Recker, previocusly cited,)

i1 853
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from January 1952 to February 1953,1 elmest to the very day of
General omitht's own ﬁeparture as ICI,.
key personnel in the Director's imnediﬁte of fice were =a follows,
for the entire period of General Smith!s administration, Cctober 1950~
Februery 19531
Zeputy "irector for “embral Intellipence (IICI):
william H. Jackson, Ogtober 7, 1950, to atout ‘u,ust 22, 1951
‘1len +. Dulles, ‘ugast 23, 1951 to Fekruary 23, 1953
Leputy ldirector for :lans (DD/P)s
"1len W. alles, Jamuary L, 1951 to August 23, lybl
frank Gl Wisner, ‘ugust 23, 1951 to date
Deouty Uirector for ’dministration (DD/M):
iurray McConnel, December 1 to about March 31, 1951
w2lter R. wolf, ‘pril 1, 1951 tc June 30, 1553

Leputy Director for I-tellijzence (DD/I):
Loftus . Becker, Jammary 1, 1952 to February 23, 1953

in addition to these four Deputy Uirectors, the following

appointments werc made tc the Director's immediate office between

lnccker 1eft the Rauncy and was succeeded on Feb., 23, 19/3, by
“ohert 1ur*, Jr. {/nnounced in Notice '=L=53, “ecrst, Tzh. 19,
1953 ) later conflicting anncuncement, probably erroneous,

said *1h“*‘q au . ointment ag /I wes effective on May 1, 1953,
(See Notice 20-10>-1, Secret, furil 30, 1953.) #mory had
previously teen servin =s :°”i“ nt Tirector of the Office

of ‘esearch =nd He.orts (0RR), havingz reslaced dax F. 4illikan

in “arceh 1952, fmory had been assismed to 051, furtnermore,
«ith the idea that he would ultmm&t@ly replace Becker as
/«, ay the end of Zecker's "two-year comaitment" to 57,

See lecker interview, previously cited.

I 5L
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Ostober 1550 #nu [ebruary 1953:1

seoeutiive Aselstants te DOT end to 100D, 1%%0-19532
John 7. Yarman, Coteler 1Y50 to dete
Jose h lurocque, Jr., atout Bovember 1950 to Deeember 1551
Cenry Jeo fuller, Jr., abvout Movember 1950 to lsceaber 1951
Lymen B. sirkpstrick, Jecember 1510 to about Jul. 1951
Yeredith F. [svidson, lecember 1951 to suuut ‘Jarch 1952

Gther orincipal scsistants te D(T:
~&lter R, Wolf, Spealal Aseistant to ..I, Februsryederch 1351
Murray “c onnel, Specisl Fssistant to DI, after fpril 1,
1551 (dejerture date not announced)
Ypencer T. ’kin, Comsumicstion Tonsultent to I, from Hay 1951
{<ate of depsrture not snnounced; see "ffice vf communications)
“hester P. jiansen, Assistant to DI, #ay 13L1 tc September 1952

lperaonal names and titles arc tasen frem various hotices, iepue-

1atlons, sn! other formal announcements to the 7T1A stsff (iecret),
1550-1953, tc be “ound among the recerds of 4ansgement Swaff, in
<i4 ‘ecords lsnter. «hen & date is qualified as “about", it
indicates that the srnouncement did -ot state when s nsn ectually
came on duty, nor when he actually vecated & given sosition.
Phefore October 1950" indicetes th:t a iven officer had served
in the /17 under both Cenersl [mith and 2dmirel Hillenxoetter
and, in some casse, from the origins of <1/ in 19L6-19L7. "To
date™ means that the officer remsined on duty bteyond the end of
senerel calth's sdministretion in Fecruary 1953, wat not necessarily
beyond 1953,

n

0f these :xecutive Assistents, Kirkpstrick was the genior, bveginnlag

in Jaruary 1551 4F not earlier., Jenerel Smith #nnounced, &t his
tsfr conference on January ¥, 1951, thet "his ataff headed by

“ro Kirkpatrick could e compared to the ‘ecretary of the General

Sa°f in & militery Leedquarters." (Jee ' steff conference

almites, in SC-d-l, lecret, Jan. 8, 1951, in o/001/ %). 'mith

£lso spoke on "what he moant by staff work,"” both by hls lmmediste

of fice an< the ’ssistont [drectors., “hey were analog us, he

seid, to & Ypeeisl "4iff dn & allitery comwrnd herdguarters, Ye

appsrently did not, however, refer in particular to the duties

of his three Deputy idrectors. (Ibid.)
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Stanley J. Grogan, Assistint to DOCI (replacin; Hansen),
Septemuer 1952 to date
William H. Jackson, Specisl Assistant and Senior Consultant
to DCI, Angust 1951 to date (not on contiruous active
duty, August 1951-February 1953)
fovert 3. Lonz, Assistant to DCI, Jamary 1952 to May 1952
‘ or leter
' Kenneth . jiniger, Assistant to DCI, January 1952 to #ay 1952
or later ,
ilobert D, H. Harvey, Assistant to DCI, January 1952 to
sy 1952 or later
Stuart Hedden, Inspector General, Jamuary 1952 to about
March 1953 (date of departure not announced)
Lillien Christensen, fdministrative Assistant to LCI
{various titles), before October 1950 to date
Helen 7. Santmyers, head of DCIt's Fxecutive Hesistry,
before Cctober 1550 to date.

Assistants to DD/Administration, 1950-1553:

Lyle T. Shannon, Assistant DD/A and other titles, November 1350
to July 1952

John E, O'Gara, Assistant DD/A for covert administrstion,
Jamary 1951 teo about July 1952; special assistant after
August 1, 1952 (date of departure from this position
not announced)

Lawrence K. White, Assistant DD/2, January 1952 to July 1, 1953
(when he became DD/?)

John 4. Remsey, Special Assistant to DD/A, Jenuary 1952
to about fpril 1952

1on Jan. 29, 1951, the DICI announced to the AD's "that a Hise

torical Branch was to be organised, probably in OIC," with the
following functions: (1) writing "the history of CIA"; (2) pre-
paring "any annual rcports that were required"; (3) "handling
any official addresses made by representatives of the Agency';
and (L) supervising "sny necessary dealings with the press."
(8C~¥=7, Jan, 29, 1951, Secret, in O/DCI/ER.) Subsequently
these functions were assigned, instead, to the Directorts
office. In Mey 1951 Col. Chester B, Hansen was appointed to

one of several new positions of Assistant to the Iirector,

with two major responsibilities: (1) "to compile & history

of CiAM; nnd (2) to "coordinate presentations made by verious
CI?* officials to other Govermment agencies,."(SC-M~18, May 14, 1951,
Secret, in O/DCI/%R.) A third responsibility (press relations)
was assigned to him shortly thereafter. In September 1952

he was succeeded by Col. Stanley J. Grogan.

II 56

Approved For Release 20OSI%CRﬂRDP64-00654A000200010001-9




Approved For‘ease 2005/04/21 : CIA-RDP64-0065‘)0200010001-9

Ernest #. ~ittman, Special Assistant to DD/:, sboat March 1552
. to about May 1952 . ‘ LT
* Lewis S. Thompson, Special Agsistant to DI/A, abogs March 1952
to about May 1952, - 4

hssistants to DD/Plams, 1951-19533 el
James R. Hunt, various titles, March 1951 to about July 1952,
including Chief of Operations, March to ebout July 1952
Thomas W. Erasden, Assistant to DD/, :pril 1951 to apeut
July 1951 or later ‘ ~
Loftus E. Becker, Assistant to DI/>, July to about December 1951
Iyman B, Kirkpatriek, Chief of Operations, about July-October 1952
dichard Helms, Chief of Qperations, sbout October 1952 to date
Jobert Teylor, Chief of #ans, about March-duly 1952
Kilbourne Johnstom, Chief of lans, atout /usust-October 1952 :
Jesmond [ Balmer, Chief of Plans, about Jctcber 1952 to date
Charles V. Hulick, "xecutive Officer, about MarcheJuly 1952
John . Ot'Gara, Assistant DD/P? for idministration, about
July 1952 (see also under uL/: above)

Assistants to DD/Intelligence, 1952-1953: o

“ichard D. Drain, Executive Officer, March-October 1952

C. Frenk Stone III, Executive Officer, October 1952 o
early (7) 1953

Meredith . Davidson, Assistant to DD/I, March 1952 to May 1952
or later '

¥Florence T. N. Johnson, Assistant to DD/I, about Hay 1952

Devid !. iassell, fssistant to DD/I, about May 1952 tc about
May 1953 (date of departure from 0/CI tc 0L, about 1953,
not announced) Y

Zusene B. Wilhelm, Special Assistant to DI/I for ‘fdministration,
lovember 1952 to date

General Smith and ir. Jackson geve their princlpel immediate
attention to improvin: the Agency's external relationships, a subject
which apperently dominated the briefings that they had been given, in

Muzust and September 1950, by various key staff officers in SIA.l

1See, for example, memo by tfrescott Childs, head of COAG,

Sept. 1, 1550 (Secret), in 0/LCI/HS files.
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1t was evident, in their first weeks om duty in October and %ovenbgti¥i
1950, that they intended tore~establish CIA's position of leaderghﬁé;
in the Jovernment's intelligence organization, and to re-gssert the
Iirector's responsibilities and prerojatives as coordinator'of that
dec-ntralized or.anization. They also undertock to reiterste (as
Sdmiral illenkoetter himself had done; in his last weeks) CIA's
independence from control either by the State or Defense iepartments,
with respect to the direction of CIf's foreign operations and the
internal management and administration of its affairs., Smith and
Jackson proceeded cautiously and conservatively, nevertheless, and
did not push sggressively in the direction of immediately taking on
new functions or new pro:rams for the ‘S ency to handle. Instead,
they appeared resdy, and even eager, to withdraw CI? from any debatable
types of functions and progrems, especially in certain flelds of
intelligzence resesrch and production, which might disturb what the
Nationel Security Council had called the "dominant interest" of the
departments.l
Thus, Jackson evidently spent much of his time, until late
in 1950, in nezotiating whet in effect was a "treaty of peace" with

the State Nepartment's intelligence office, in the fields of

1ysoID No. 3, Jan. 13, 1948 (Secret).
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TR

l@-cuixed "wciitical“ and “eaonomis“ rcscarch'l éimilﬁrly, Loftus E.

‘eckoy g,,ugr later fi‘”;h prgginentxy gn 2 compirable asroement

Wit the ‘efense wpa*taent by whick are withdr&w from vertain fields
of sclentifie intﬁlligencc.ar Thase noves illusirete wiet scemed to

be the " ' craerel ;sel!c;j*;-te mmigf mt Jeckson had roferred to

(many times in 1y50 snd 19%51) as "neadléﬁs duplication” snd "unnecessary
- competition” with the ertablished ;ﬂﬁlngmce agencies;” and to ke
the fullest usme, whenever poasib&e,wnf mxiatihg agencies and resources

outside 7’.

lTho agra«ments were eventvally eonfirmed in two. lstters by <X

to the Htate yepartmanb, both deted Fsb. 1, 1951: (1) ICI to
Secretary of Utate; end (2) DICI to Utate's intellijence chief,
We ark Armstrong, Jr. (Bﬂth are in \1/5.;\1.1/4., iy til&d under
“State [spartment.”) Jackson hed mentioned a rumber of times,
between Wovewber 1950 and Janwary 1551, thet he was meeting
frequently with “tote of ficiala. (ee 171 staff confersnce
atmutes, 1$50-1951, in "= file in O/ICL/i%) snd his letter
to ‘rmstrong, ¥eb. 1, lx&l, cited above, which ¢iludes to
“gxtensive discussions®; snd L. B. Kirkpotrick's m&a@, Deg. 1%, 1550,
"Ffunctions of the Office of ‘eseareh and “eports’,)

2ﬁeckar's negotiations with Defense, unlike Jackson's off-the-record
dducussions with "tate on ¥joliticel™ and "economic® research,

took the form of heading 8 speciel ad hoc committee of the I,
which surveyed the Covernment's "sclentific end tecinlcel®
intqlli&enat researel and production progrems, in February-July
1952, lee Jhapter V;\',tmlow.

3;@&, for excwmple, various talks by Jackson before CI7's Apency
Orientation *anrertncac especially in Peb.-Jdune 1551, recorded
on disca (Fearet), in U‘r& files; and his undated paper, evidently

propaved for #alter Lippanmm, about OUct, 1¥50, entitlea "4
Discussion of Yunctions of the Centrel intelligzence /geney « « o7y
(not classified) p. 7, in C/ICI/HS, filed under " It . . .",
Similer views ajpesrsd also in the ulles Survey Jroup's 15LY
report, of which Jascikson wag go-suibor.
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Revival of the Intellixenceﬂégvisory committee

The principal inter-agency discussicn ;roup, the Intelligence
fdvisory Committee (IAC), was immediataly revived, in Qctober 1950,
after hiving virtually strophied curing the previous six months.

At his first meeting with the I'C on QOectober 20, Smith announced

that he intecnded to put the committee to work, both as 2 forum for
discussin; intereagency problems and jurisdiciien&l conflicts and,
more perticularly, as a sort of final board of review for Uii's drafts
of national intellijence estimetes intended for the Nationsl Security
Council.1 T™is was exactly what the Dulles Survey Croup had urged,

in 191;9,2 and what the State gné Defense [epartments had reiterated

more recently, in July 1950.3 So important was the 12C, in the

1See "Hough draft" and final version of mimites of 12C meeting,

Oct. 20, 1950 (fecret), both in O/ICI/HS files,

%see Inlles “eport, pp. Lk, 61, previously cited.

BThe otete-Defense plan for a "national intellirence roup"
{previously discussed, above) called for the I/ C to "acdvise" on
estimating &t toth the planning and review atages; but expected
the 140, on such occasions, to be made up of departmental
“representetiives” rather than the departmental intelli:ence
chiefs themselves, In fact, under this plan even the 1AC
crairmen (the DCI) would yield the cheir to '"his representative"
(presumably someone from his estimstes staff in Cir), when

an estimete was on the agenda. To the iulles Group in 1949,

on the cther hand, there was no question that the DCI &nd the
departmentsl chiefs would make up the normel workin; membership
of the I/C.
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opinion of the Bifec&or!s‘office, thatzj;égjoﬁ'himself took personal
charge of preparing tﬁe I4AC agenda, in &%iéber and early lovember
1950, rather than lesve it teo the Agpncy's estéblished coordination
staff, which up to that time h;éﬁp;bvided the 12¢ Secreteriat. Once
that stoff wes reorzanized, hoyévéi‘laa'a renaned Dffice of lntelli~
gence Coordination, énd once Jackson had gonfidence in it, the 143
secretariat was reaest&blished.v

During the next two yeefa, up td;?cbrua:y 1953, the Intelli-
gence Advisory Commlttee was oqnienéd almost a hundred times, ncarly
every week on the average.l Ih adiition to Osnerzl OSmith, who
norms1ly presided, Jackson, iulles,. Wisner, snd (later) Becker each
also attended from time to time, and ome of them norm&lly presided
when the DCI was sbsent. Varlous Assistant Idrectors, tuzether
with other key members of thelr staffs, alse attended on cccasion,
as non-votins representatives from CIA, to ciscuss specific inter-agency
matters in thelir particuler fields,

Both (1A officisls and the departmental intelligence chiefs

apparently tcok the 120 seriously, judging from the re ular attendance

lsee 1/C minutes 1/C-#=1 to L4Ge4-$6, for the period Gct. 20, 1950,
to Feb. 19, 1953 (variously Secret and Top Secret), filed as
followss IAC=M=1 in O/ICI/HS; 1/C-¥=2 t0 5, in ON¥; and 1/C=¥=6
to I2CeM=96, in O/DCI/FH.

1T 6

SEGRET

Approved For Release 2005/04/21 : CIA-RDP64-00654A000200010001-9




Approved For'lease 2005/04/21 CIA-RDP64-0065.00200010001-9

of m0st of them between 1950 and 1953.1 ITn their deliberations,

which are well summsrized zn. even occasionally queoted in the minutes,
the T7C reviewed a lar.e number of esti@ates drafted by 1IZ,

although CI7's new chief of estimating who alsoc now hac an estimates
review boerd in his cwn cffice;5was skeptical at first at the

Wability of the IAC . + . to keep pace with such 5 high level croup"

2

as his own "high powered estimetes board."® The [AC, besides

1The chan;es in IAC membership and sttendence for the entire
period October 1550~February 1953 are as follows, reconstructed
from I°C minutes, cited above.

State: .. rark ‘rmstrong, Jr., for entire perlod; Fisher
tiowe, his deputy, appeared in his place from time to
tme. : ’

Army: faj. Gen. AR, Bolling, (=2, October 1950-May 1952;
urig. Jen. John Weckerling, acting (=2, Mayeduly 1952;
Col, C.B. Coverdale, acting C=2, July-‘ugust 1952;
Maj. Gen. R.C. Partridge, G=-2, from ‘ug. 1k, 1952, on.

lavys ear ‘dm. Felix L. Johnson, [/Haval Intelligence,
October 1950-June 19523 Sear ‘dm. Xichard F. Stout,
actin: D), June-December 19523 Rear Adm. Carl F. Ispe,
INI, from December 1952, con.

Lir Fforce: Maj. Cen. "harles °. Cabell, i/Intelligence,
OCctober 1950-about November 1951; aj. Gen. John 4.
Sanford, from november 1951, on.

Joint Staff: Brie. Gen. Vernon F. Megee, Deputy Director for
Tntelligence, October 1$50-July 1951 (with Jol. H.H.
Bassett frequently acting for him); Brig. Gen. R.C.
rartridge, July 1951=July 1552; brig. Gen. Edward H.
~orter, from August 1952, on.

¥BI: Victor V. Keay, Meffert W. Kuhrtz, &nd others,

acting for the Iirector of the FRI.

Atomic Energy Commissions Dr. walter F. Colbty, D/intelligence
for entire perliod,

Chairman: Lt. Cen., W. Bedell Smith, DCI, with Jackson, Dulles,
Wisner, or Becker usually serving in his atsence,

Comments by william L. Langer, AD/NE, not "publicly"™ 2t one of the

15C meetings, tut a2t a DUI staff conference on Jan. 2, 1951 (5CeH=3,

Secret, in 3/DCI/¢i2). See Chapter IX, below.
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ddsrussing controversisl and other substantlivs points in meny estinntes,
also beceme "a bocy of advice sud con;m”]r on & wide variety of
other intereajpency problens; ang it r&acﬁéd or ratificd &oreenents
on aany of them.
ione of the major a:ends subjects in the 17 dealt, for example,

with collection and oroduction riorities and "poste-sartens'; dis-

semination decisions and policies tsaweardl | 25X6

[:::::]ani toward the new inter-sllied orth ‘tlantic Treaty Urgsnizetlon
{4 77); the queation of intelligence jurisdictiun over captured
wenuons, documents, and uriscners of warjy and the assignaent of

soordination responsivilities &t cversesas yosta.a The 14¢ also

Lings wiirage wes used by 4aj. Gen. Charles P, Cabell, who was
the fir Vorce mosber of the TAC in Salth's time end whe later,
in f»ril 1953, succeeded Allen W. Lulles &s .epuly Iirector
of lentrsl Intelligence. (Zee Historical Steff interview with
cabell, “ept. 17, 1953, in O/DCI/HS files.) According o
this interview, - abell hed wanted the 140 to be “advisory"
less to the .01 than to the Xational Teecurity Jouncil, and,
furthernore, to control estimating accordiny to its "own
procedures.”

zﬁee L4C mimates, 1950-1953, previously cited, and the numerous
studies =nd other projosed action "documents® (mumbered In
the st;le "IfC=0=b), 1950-1953, which were formelly subuwitted
to the I:i0 menbers and discussed in subsequent 10 msetings,
Of these T'i-l papers (vsricusly Secret znd Top lecrst),
w'ieh numbered more than 150 for the entire perioed ctober 1950«
February 1953, is in 3/iCI/0; enother set is in the Iil
Seerstiviate o nonandix M, belwe, for list of TAC nratects,
167053,
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organized a number of additional sugﬁiﬁmittees, in 1951, to which
it delegated some of its responsibilities in a few fields, nqtqply
national indications and hostilisy warnings, economic 1ntelligen§c
plan:in~ and review, and covefé‘collection priorities.l

‘hatever a finel historical evalustion of the IAC might be,
it appears that, as an organization, $h§ TAC did become, in Smiih's
time, a meghanism through which aev;ﬁvotherwiae autonomous agencles
reached frequent agreement. Net once, furthermore, judging fron
the carefully wordéd minutes for 1950-1953, was the debate formally
re-épened, as to whether the IAC was a "governing board" over the
DCI or "purely adviséry“ to him, QOeneral Smith invited the IAC to
give him the benefit of theLX"collpétivu Judgment® on estimates
and on other matters of mutual concern, whether or not this consti-
tuted "collective responsibility" as recommended by the Dulles

Survey Group in l9h9;2 the fact remained that most matters of inter-

agency concern were settled by IAC agreement during 1950-1953 under

1 Ibid, These new subcommittees of the IAC were, respectively,
the Watch Committee (W.C), established December 1950; the
Economic Intelligence Committee (EIC), May 1951; the Inter-
agency Priorities Committee (IPC), for secret collection,
July 1951; and the Scientific Estimates Committee (sEC),
August 1952, .

2 Smith's phrase, "collective judgment", was thus quoted later
by James (}, Nebsr, in an interview with the Historical Staff.
For the Pulles Survey Group's concept of IAC's "collective
responsibility", see its report, Jan. 1949, p. Bl, and Admiral
Hil .enkoetter's rebuttal, Peb. 1949, in the DC.'s "Comments"
on the Dulles Report, Feb. 28, 1949, pp. 2122 (TS #23160),

in /" I/ER.,
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the leadership of Gcmrpl Smith, ikg#w end of Mis first yesr,
in July 1951, Smith labelled the revival and "active utilizatiea®
of the IAC as the very first item in his record of accomplishment,.}
Smith d1d not, howswar, vegard the TAC a3 the answer to sll
inter-agency problems. Come mblm remained puméoly in the hands
of other boards and committees, mentioned later. Imith took other
problems directly to the specific departments invlved, or to the
Hstional Security Council. Her wur‘g,%ﬁ;sose matiers that <id ges ;'an
airing in the IAC 21l highly isnptrchargod“, controversial 1ssues,
Indaed, sore of the agenda i.m, when they were preceded by good
“working level” staff discuuia:ns and detalled staff studles, appeared .
to make the IAC merely a "rubber M,“ Judging from the cursory
ratification of some of the plmning documents as they are recorded
in the minutes, |
There were mn'occaiiom complaints among the agencies in
tmith's time that the TAC was not effeetive enough. In September 1951,
for exsmple, the T*" was critieised, not now by CIA {(as wes common
before October 1950) but by the Defense Nepartment, where (so “mith
had heen told) there was a "feelinz st the working level that the

IAC wes not as effective as he had supposed."? Smith promptly

1 rrafts of progress report by ™I to N5C, July 26 and Aug. 2, 1951
(Top Secret), describing progress made on the Government's organi-
sation and programs for foreign intelligence, in reply to #:C 63/),
"U.5. Ubjectives and Programs for the National Security”; comprising
dogument No. TAC-D=29, in O/DCI/ER.

2 1AC minutes, Sept. 10, 1951 (Secret), in O/DCI/ER.
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offered to a.point a board "to lnvestijate the situstion and mnke
f&coﬁitndltions for 1ﬁyr073ﬂ8n§, The Lefense chiefs discountsd the
criticisws oy their subordinatesqis bein: "overly impreased by the
minor difficultics encountered in interw-agency collaboration™.
The i2C members "relterated tneir high regard for ﬁ&niIﬁC . ..a8
an outstanding development which had enatled sigﬁificant lor«ard
strides ic be m-de,’ and proceeded to endorse, unanimously; §he
followin; statesent, which is itself a sort of contemporary nistorical
estimate on the I+G, &t the end of Generasl Smith's firet year in officesl
The I.C « . . has been increasingly helpful in facilie
tating consultation and the exchange of opinlon among
intelligence chiefs. /It / . . . provides a device
whereby the chief of intelligence of each agency of
sovernment can comment on, concur, or object to

recommendations, proposals, or conclusions regarding
prcblems of mutual concern.

Cther “echanisms for Inter-/igency Cooperation

Besides the IAC and its subcommittees, several other inter-agency

2

coordinating boards® figured importantly in some aspects of CIA's

overt and covert intelligence activities between 1950 and 1953.

Lrpid.

2, directory of the various other Government committees, cutside !
the "I#C*" committee structure, in which CIA participated in greater

or lesser de:ree in Genersl Smith's time, was prepared by 0IC

between March and lovember 1551, on the basis of a2 questionnaire

survey of various offices and azencies. A copy of this directory,

in the form of a memo by CIC addressed to all /D's, Nov. 13, 1951,

subject "Survey of Interdepartmental Committees" (fecret), is in

0/0C1 /iR, filed under "0IC™,
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Two of tiem {(the Us &, Coumunications Intellijence loard and the
s;ehologicsl “tratogy Coard) are antiomed here to illustraie the
srowth of JIA's sosition of intelligence lescdersidp in the jovern-
ment's naticnal security structure in Jenursl Zalthte (ime, The

Yo 8. Communications Intelligence rosrd (USJiR), &n activity or zni-
zationally, co-pertmented from all other overt and covert intelligzence
activities, hed since 19LE operated directly under the Netiguel

lass coord.inating bosrd for "all" aspects of

Securlty Council,
telecomunications and rclated intelligence ("except foreiin press
and pro,s anda” msterials),z including collection, processing,
wrocuction, dissemination, and security matters. C.i was represented
on the Board Trom its beginnings, &nd the chalimanship rotated from
acency tu o cency, with the State lepartment's inteliigences crdef,

3

for example, presiding in 1$50.” In 194y the iulles survey Lroup
had recom-ended that the [CI be made permanent cheiraan of the ULJEB,A
but the efcnse and State Departments, if not other a:encles as well,

had obgectcd.s By the fall of 1952, after a2 long history of intra-CIs

Yeooin toe © (Top Seeret), July 1, 15LE, in 0/UCI/HS files.

2This exception was the radio—intercept work of the Ferei:n
Lroadeast initelligence Cervice (FuIS), under CT2/C0, Hee
Chapter iV, telow.

3#, cork /rmstron., Jr. Oee [i0-D-ll (Gecrst), Dec. 29, 1550,
in 5/BCI/5 2
_hSee ulles Survey Group leport, Jen. 1, 1949, pp. 51-52, 60.
SUomments of the Defense end Stute Dlepartments, &sseabled by
Lt. ‘en. Joseph T. tickerney and forming part of N8C-50, July 1949
(Top Seecret); copy in O/ICI/HS filea.
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and inter-agency debate and consultdfxgn,fiﬁcludinf #n investigation

'ﬁb pefense chariment

by 2 svecial committse of the Presidéntgt
- and the other avencies deferred to CIA,d:nd the ICI was made the
permanent chairman of the Commahioaéions Intelligence Roard.t
As to th: P’Bvchological Sﬁrategy‘ﬁoard (?SB),Z it was
established about ‘u-ust 1950,3 under the State .cpartment, as 2
device for oroviding amon: oth;r things, ®"policy wuidance" to CIA
in its psvchologieal werfare onerations, After socversl reorgani-

zations the Roard was re-established in 1952, directly uncer the

rational Security nouncil.l OT4 was at first represented by a

1in April 1952 the DCI reported to the NSC that responsibilities

in the communications intelligence field were still "divided",

and that -~resident Truman hsd directed that a survey be made by
the State and efense Depariments, sssisted by CIA. A survey

was then "in progress, under the supervision of en independent
committee fheaded by Mr. Brownell 7, appointed for the purpose.”
(See DC1 progress report to NSC, April 23, 1952, on organizational
changes made under NSC-50, Pop Secret, TS #63459; in O/ICI/FR;

and Historical Staff interview with Loftus F. Recker, April 18,
1955, in O/DCI/HS files.) By Octobsr 1952 Genersl Umith had
"peaten them," l.e., the departmental intelligence chiefs, and

had been made the permanent chairman of the USCIB, according to
Sidney w. Souers. {See Historliesl Staff interview with Souers,
Nov. 2, 1952, in O/ICI/HS files.) .
2mpe nistory of 0IA's participation in the 5B is outside the scope
of this purely "organizational" chapter. Extensive histcrical
recerds for such a fuller study on PSE are on “ile in 0/DCI/iR.

3ime .3 was announced sublicly by the State Department, about fug. 16,
1950. Fuward wW. Larrett was named chairmen, &nd the members were
to include "representatives® of the Joint Chiefs of Staff and CIf.
in sddition there were to be "lialson" men at 8B from the National
Security iesvurces Board (NSRB) and the “conomie Cooperation Admine
isty=tion (¥Ct), as well as from CIt. The Doerd it was sald in
tagust 1950, was an outgrowth of "an interdepartmental sdvisory
committee" which had "for some months" been planning this activity.
(See Baltimore Sum, sug. 18, 1950, in press-clipping file on “IA
in CIA Librarye)
istablished under NSC 10-5. See also Historieal Staff interview
with Sidney W. Souers, Dec. §, 1952, in 0/DCL/HS files.
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"policy consultant®, who was made a full "member" in October 1950.1;
After a controversy-laden existence and a further r-organization of 
4he Board, sometime in 1952, the DI became for 2 time its:chairman.2
Tnis position he held agparently until September 1953, when the
Psychological Strategy Foard was replaced by a new Operations

Coordinating loard (OGB),3 underiﬁhe National Security Council.

lprank 5. sisner, AD/PC from «illiam 4. Jackson, DDCI, in a letter
to Webb, Uncer Secretary of State, Oct. 12, 1950 (Top fecret, in
0/IG1/ER), agreed to Webb's propcsel %0 have UiA desi mate a
nrepresentative" on the PSB, and also a "liaison" man from CI/,
the latter for intelligence support matters. For the latter position,
Charles Horberg was appointed by Jackson in Cclober 1950. (‘re-
viously Norberg had had a somewhat similar position as 2IA repree-
gentative on State's "Interdepsrtmental Foreizn Information Staff.m)

In May 1951 Lt. Col. Gail L. Stubbs was selected as CLA'S liaison
man for a two-months tour of duty with the PSB, at a time when it
was known as the Psychological Uperations Coordinating Board (PCB),
(See letter from DCI to Under Secretary of State Weib, .lay 25, 1951,
in reply to Webb's letter of May 2, 1951, cecret, both in 0/DC1/ R,
filed under "State Department.")

By 1952 .lorace S. Craig was at the PEB, handling intelligence
support and related matters for CIA, with the title *Special
Assistant for Intelligzence" in the PSB (April 1952), and "Assistant
Director, Office of ¥valuation and 3eview" in PSB (November 1952).
See biographic statements on Craig, in OTR course ontlines for CIA
Agency Orientation Conferences, April-Nov. 1952 (Confidential), in
0/0CI/HS files.

2Historical Staff interview with Lawrence R. Houston, July 23 and
Aug. 19, 1553, in O/DCI/HS files.

3pnnounced, effective Sept. 3, 1953, in CIA Notice 50-100-1 (Secret),
Feb. li; 1954, The new OCB was headed by the Under iecretary of
State, and the DI was one of-its members, alony with the lLeputy
Secretary of Defense, the Director of the Foreign Operations Admin-
istration (FOA), and a representative of the Presicent. The DI,
like the other members, had assistants for OCB activities. In JIA
they were: wWayne G, Jackson, assistant for operational liaisonj
and Horace S, Craig, assistant for "intelligence support" and for
1iasisor on behalf of the DD/I offices. (See above otice; and
Historical Steff interview with Lawrence R. Houston, July 23, 1953,
in O/1CI/HS files.)
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inother spproach by CIA to the problem of isoroving and
ekteﬁding the inter-sgency msghanisms for intelidzrnee couperation
ant coordineticn was to atteg;ifto sdapt various inter~iervice
organizaticnps within the Defense lepartment to the needs of the
. Government's cntire group of inteliigence agencics, military &nd
| oivilian alike. One exsmple was the Joint Intelligence Indications
Committee (JITC), which was operatin:, in 1550, as #n activity under
the Joint Uniefs of Staff and which was rensmed the watch “ommittee
end eonverted to the status of a subcommittee of the 17l, in Ieceater
1550. in this ease, CI''s interests were handled by the Gffice of
Surrent Intellig&nce.l Another exasple was the aefénae ‘eperiment's
new intramirsl orsanigation fo# the inter- ervice intellizence
exploitation of nrisoners of wor, c&ptﬁr&d wespons, &nd captured
records. In Lhis new militery orgenizction, which was planned in
1950 after tne outbresk cf the Koresn war, CIA eventuslly achieved
a measure of official represeatstion, in the interest of Tuller
exploitetion of captured sources by itself and by the oiher non-ailitary
intelliyence &encles.

Japtured sources ha¢ treditionally beem contrclled by the
military services, but in 1950 there was an inescspable civilisn

interest es wall, and sfter UIA hesrd of thé new militsry plans,

1500 ~hapter VIIL bLelow.
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initially somewhat by accidsnt,l it undertook tc launch a survey

and conduct a series of dissussions and negotiations with the Defense
authorities,2 concluded in 1951;%;;"n1cn it re-asserted itg;inter-
agency coordination'responsibiliiibt, particularly on its own behalf
and that of the State Dspartment and the Atomic Enerygy Comsission.
Over the initial objections of the Joint Chiefs of Staff,” CIA was
civen the prerogative, in ¥arch 1951, of makin: & key appointment

to each of the three Defense agencies thg; were being organized:

(1) = "Speéial Mvisor" in the Joint Hatg;;als intelligence ’/gency
(3112); (2) the "Deputy Iirector™ of the ﬁfme@,Services cersonnel

Interrozation Center {Ai:IC); end (3) the "Deputy Director" of the

lHistory of Contact Division, Office of Operations, chapter i1,
section Felj, p. 70 (Secret), in 0/UCI/HS files.

2 pbout Jenuary 1951, OIC conducted a survey, by questlonnsire,
of the ‘rmy, Navy, and Air Force. OSubsequent discussions
were led by Jemes . Heber, #D/0IC, an¢ included Georgze Carey,
#D/00, and d. G. Wyman, AD/0S0. (See liistory of 0U/s, pre-
viously cited; and minutes of [CI's staff conference,

6 Merch 1951, SCeM=ll (Secret); in O/DCI/ER.)

BBrig. sen. Vernon 9. MYegee, JCB representative on the IA(,
reported "considersble opposition on the part of the Joint

Staff" to the idea of CIA representation in the Defense
Department's new agencies for captured sources, sc he
reported early in March 1951. (Ibid.) Commenting on this
(within the Director's staff meeting), W. H. Jackson (ope1)

threatened to refer the matter to the National Security

Council ". . » if the IAC did not a;ree", since, he said,

such CI¢ represcntation was "obviously covered by Cif's
coordinating powers.® (Ibid.) See also IAC mimtes,

March 5, 15, 1951; IAC-M=22,23 (Secret), in O/DCI/Ei. One
perticulsr reason why CIA's proposal was being contested by
the Defense iepartment wes probably that CI4 originally had

asked for representation both in headquarters and in the field.

0I4 apparently withdrew from its insistence on field repre-

sentation, sometime berore the final a recment.

II N
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- Armed Services ocument Intelligence Center (ASDIC).l‘ These three
offiéi&b were subsequently-sﬁpeintgg?gyfﬁzk frém its Office 6:
Sperations,z and liaison with the tgiée organizations was héndled
by 0. ‘ |

“ithin CIA, staff respomsibilities for promoting inter-agency
coo;din&tion,and cooperatiea underwent considerable chanze in
GéneraI‘SQith's time. In Oc£o§¢r and November 1950, it zppeared
f from ihe actions of the Deputy Tirector as if the fgency's oxternal
coordination ﬁqu“might be centraliz@ﬂ; not in a new Joordination
Division (a8 had Leen urgedlﬁy the Imlles Suivéy Group in 19h9),
but in the Director's immediété office. On becoming Deputy Director,
Mr. Jackson (1) took dirgét perlqhalycharge of the sgenda of‘the
I2C meeting of October 203 (2) undoxy"book‘ to resotiate with the State
Lepertment (outside the existing committee structuré) the protlems
of re-aligningvthé "éivisioﬁ of labor" between the two agencies!
various fields of intelligence production; and (3) late in tovember

‘1950, tock chargevof "po1icy clearances® for liaison betwsen CIA

lrac-M-22 and 23, previously cited.

2'I'he CIA "Special Adviesor® on the JIIA gtaff was w. T. Clark,
00/Sovmat Staff; the Depauty Director of ASDIC apparently
came from 0O0/FDD; and the Deputy Director of A52IC (:dchard
Crowe) from 0G. The formal announcement of these three
positions, in June~August 1951, eppeared not in CIi's own
resulatory publications, but in various "Army Regulations®
and "Special Heguletions" of the frmy (Confidential).
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and the State Lepartment,l 1f not other inte1li -once agencies as

well.2

It even appeared, for & time, that control by the [irector's
cffice over inter-azency contacts aight also extend to OCD's

3

Liaison vivision, as recommended by the Lulles Survey Sroup in 19L9.

1%. H, Jackson, DICI, to Secretary of State, HMov. 28, 1950
(“ecret), in 0/INI/#R, filed under "State Depariment.”
fbout a week lster, on Dec. L, 1950, this 1iaison-contrel
functios of the TD)T was announced to the Assistant Tirectors
and the Staff chiefs, in an unnumbered directive issued by
the new Peputy Director for rdministration. (Ibid.)

N

01y the followln: types of State 1iaiscn were exempted fron
DiCI clearance and control, by the directive of Dec. i, 19503
covert operationsl lisison, which remained with the kssistant
Directors for 0S0 and OPC (with control decentralized, pre-
sumably pendin- the union of 0SO and OPC, under the new
Jeputy Director for Operations); and lisison on budgetary,
fieeal, end other administrative metters, which were

assi-med to the Deruty Director for Administration and to

the Comptroller.

(e

No mention was made (in the directive of lec. U, 1y50 of the
Lisison Division). The AD/CD (James M, indrews) cuickly
noticed this omission (on Dece 12), and questioned whether
the 1'CI really intended "to undertake this chore" of
handling "the daily volume of requests, [‘1nformaticnal_7
documents, and miscellanecus clearances" which normally
oassed between the CIA and the State Department. (Gee
";tate Department® file in O/UCI/TR.) whether this type

of "middleeman" liaison and coordination work was an over-
si-ht in the directive, or whether Jackson had actually
considered absorbing the Lisison Division into the drector's
office, is not clear from the records used.
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On December 1€, 1550, however, the Deputy Lirector egreed with OCD
that the Lisison Division should remsin where it was.l

Jackson's initial gesturee toward centreiizatlion prgjid ﬁo
be less typical than a trend toward decentralization, which hzd
nesnwhile begun to set in ond which contimued in 1951 ana 1952.
IUring this time the Director znd his immediate ¢ffice vegan to
encourage the Assistent Tirectors to rc~assume snd re-assert respon-
sibility for that part of CIA's intereagency otlisations kbich
affected their particular spheres of activity. Thué, exch ’ssistant
Director's.office normally provided and controlled th- sscretariat
of the particular subcomnittees of the JAC which were working in
that officet's major subject-matter field. HNext, cach .lS cffice
had the job, either within or cutside the commitiee system (or
supplenenting it), of maintainin; continuin; liaison, discussion,
and ne otlatlon with the other agencies, in the particular Iuncitional
activity involved, #ach office's key research analysts, [or example,
normally dealt directly with the corresponding research personnel
in the other azencles with whom they’were expected to collaborate;
snd they also dealt direetly, but perhags less frequently, with
the particular "customer® offices for which their products were

intended, aad with the collection~control points in the Gtate or

13opts memorandum wos endorsed, Dec. 18, 1550, "fpproved for
D.CI by L. Be Kirkpatriek®, (See memo in 0/DCI/¢R, filed
under “State Department".)

11 7h
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Lefense erart@ents where additionsl intelligence information might
- be sought for the pgsriicular 1ntelligen¢c'étudy at nand. in this
rrdgily liaison and coordinaiion job, thé i&si did not normally
interf{ere, aithough he éppafently retained cbntrol over the “policy"
clearance of inter-agency contaéts.l ’

In collaboraiion with the becnrity40ffica, 0CL econbinued to
review and register contact cleqrancea with I4C (and non=i/C) agencies,
at least for the overt side of CIA.2 But in this process the
sgsistant .irectors cof the operational offices were Aven an
increasing measure of control, and earl& in fpril ly513 the uirector
and the Lepuby wirector agreed to a proposed directive wnich "in
eifect, .ut into praclice thé‘actual present method" of decentralized

nliaison cuntrol®. OCL had raisec the objection "that the other

1&0 record has been found rescinding Jackson's directive of
Dec. L, 1950, previcusly cited. One further exception was
control of Agency liaisom, covert and overt, with the ¥Feaeral
Buresu of Investipation (F*I) and with the Immizration and
Neturslizetion cervice (iaN Service), wiich was a function of DU/

2The OCU Liaison Division's contact-control work was chiefly
on behslf of the overt offices, but it also extended, on
occasion, to the of fices and staffs in DI/r..

31¢its staff conference minutes, April L, 1951 (secret), SCel=-ll,
in 0/1CI/¥R. The directive for decentralizing "operstional
liaison" to the production offices was crafted by 0OIC, in
collaboration with the AD's of the other offices concerned,
“hether tnis particular directive wes formally issued in the
CI% Aegulations series is not clear,

II 175
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agencies might’complain on duplicatioﬂiéf;i&#ison" with them,® but
. the view of the operéting offices prev&i?ed thet (as stated by one
| ofvtheﬁén's present) “it:unibvefy 1Qpartant fro& the viewpoint of

his /prodaction / office téﬁigvg,direct 1iaison between his analysts

and those of qthef agenciea."2 E |

TInter-agency coordination todk itill other orgenizational

forms, between 1950 and 1953. For example, a number of intellizence
specialists from other agenéienugcntinued to be stationed in cihd
Conversely, 2 mmber of key CIélﬁeraonnel‘uure statiéned,‘in 8
liaison capaéity3 in one section cr‘énoﬁher of the Defense or State
Department's intelligence organizatiohé in cases where the daily
business of a ;iven OTA offidcfwns especiallyfheavy.' dany if not
most of these external posiﬁiéﬁs were on a more or less indefinite

or permanent basis, with the agfeement of the department concerned;

#nd each position was normelly controlled by & particular operating

lrpid,

QViews of Max F. Millikan, Assistant Director of the new Office

of Research and Reports (ORR), quoted in ibid. :

3Such outside personnel were "detailed" to CIA "for actual
participation within sslected intelligence producing activities,”
and thelr sssignments were regarded as "further strengthening"
the trend toward inter-agency cooperation, CIA reported in
September 1950. See CIA Budget ILstimate for Fiscal Year 1952,
"Introductory Statement® (Secret), Sept. 1, 1950, p. 3, to
CTA Comptroller's "Historical Notes . . . , 19L5-1952"
(Top “ecret, TS #74650), in 0/ICI/HS files.
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office of It ﬁaq& of the appointmdnii, furtherzors, were made
less for security #rd "cover® veasons than in the nane of inter-
zzency Yceordination.” | |
Somewhere in between the decantraiization of CItts intere
agency activities, as they developed in 1951 and 1952, and the
initial ;estures toward centralization in the Director's office,
called for in October and November 1550, was the new Uffice of
Intelligence Coordination, (OIC) which was established late in
November 1950 to replace the Coordination, Operation, and rolicy
Steff (£7P8). OIC's essential activity, as described more fully
later, was to “coordinate the Goordihafors." ts its chief once
remarked, QIC's staff did not replace the £CI, ®“who is, by statute,
the chief coordinator" for the Sovefnment's intelligence yregrams.z
Rather, CIC assisted the Director's office, and the iscistant
Directors as well, on inter-agency problems of mtual concern to

them.3

lror exsmple, OCI had a liaison man at the /rmed Forces Securlty
‘gency ('FSA); and ONE had liaison officers stationed st the
National Security Councilts "Staff."

2Extemporaneous remarks by James f. leber, Feb. 13, 1551, at

517 's First 7gency Orientation Conference; recorded on disc
Secret), in OTR files.

35ee 010's four "stetus of projects progress reports," January,

March, fpril, and June 1951; and OIC's sfirst anmual report
to DCI, Octe 5, 1951, in O/DCI/ER, filed under "CIC."
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Coordination QOverseas

Overseas the coordination of the Government's over intelli-
gence activities took still another_fbfﬁ; Several U. S. operating
agencies were involved, CIA being probably the one with the fowest
overseas assets, in terms of Americsn personnel and monsy involved,
Of the several U. 5. agencies operating abroad, the State Department
was pre-eminent. Through its Foreign Service posﬁs, it conducted
mumerous informetion-reporting activities, some of them with the
assistance of specislized attaches on scientific, economic, agrie
cultural, labor, and other subjects. Among these attaches were the
military, naval, and air attaches, who were administratively attached
to the Forelgn Service posts but remained, as before 1950, under the
“"technical supervision'" of the Service intelligence chiefs in the
Defense Department in Washington.

CIA's overt intelligence activities overseas had been goling
on in this framework for a considerable period of time before
General Smith srrived in October 1950,1 They wers under the general
direction of ranking CIA man in an ares, who was called the CIA
Senior Representativé. The CIA Senior Representative, however, was

responsible only for intra-CIA coordination. The Senior U.S.

1 25X1C
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Represeﬁﬁﬁggve, through whom any formal in *f zency coordination

on intelligence matters mat go, was~nsﬁ; "the State Department's
senior Foreign Service offidi!Jit a given diglometic or consglir
post abroad, T

uenersl Smith seems not tgéﬁéve souzht any esaentiai changze

in this method of control and contented himself, for the most part,

1#. H. dJackson, DI, to W. Park Afmstrong, Jr., State Department

intellizence chief, Jan. 26, 1951 (Secret), in 0/DCI/iR, £i1ed
under "State cpartment." Col. T. J. Eetts, selected zbout
Cctober 1550, was appointed to London in January 1y51; John i
Baker, to fthens, in Februsry 1551,

2ten, W. L. Smith, XCI, to John E. Peurifoy, U. 8. Ambassador
to Greece, Feb, 13, 1951 (Secret), ibid,

BLatter from W, Park frmstromng, Jr., to ICI, July 12, 19%1 (Top
Secret), and letter to /rmstrong by Frenk C. Aisner, 0D/V
(acting DCI?), Sept. 25, 1951 (Top Secret), both in ibid.
basic documentation on these ne;otiatione (but not the sctusl
text of the finel a;recment) is contained in IAC minutes for
July 26, Aug. 9, fuz. 16, Aug. 23, 1951, in TAC-M-36, 39, L1, L2
(Secret), and in I3 documents numbered 143=D=30, July 26, 1951,
anc I/0-D=30/1, Aug. 22, 1951 (Seeret). These records sre all
in 0/ICI/#R, filed under "JAC,"

i ~ M
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1y tne war Yast, both in the combat and the non-combat areas,
it was the Far East Command which had the coordination respone
slbility, ~t least during the time of Ceneral MacArthur {(up to
fpril 1951). See, for example, letter to DUI by acting C/Steff,
FHQ,FTC, Jan. 18, 1951 (Top Secret, T5 #L3568-D); in 0O/DCI/HS
files, under heading "’IA«I'iC...". 1In February 1952, in the
expectation that the 7. S. ‘nbassador would take over from the
military when Japan's sovereiunty was restored, the State
department was considering, so Armstrongz told the IAC, "naming
an officisl who would be on the staff of the imbassador and
responsible to him for coordination among the U, S. intelli-
sence representatives." Later, in April 1952, Genersl Smith
eppointed | as "his" Senior iepree
sentative in Japan; but whether | [was to be the "U, S."
intellivence coordinator is not recorded nor mzntioned in the
120 minutes. See IC minutes, IACe¥-61, 67, for Feb. 21,
April 1, 1952 (Secret), in 0/ICI/%k.
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Reorganization of ":alional Intelligemce" ‘roduciios ijstem, 1550-1951

If decentrelization was a basic characteristic of General Smith's
or:anizational policy with respect to CIA's intereagency coordination
and leadership sctivities, that characteristic was even nore apgparent
in his reorzanigation between October 1950 and February 1951 of CIt's
sretem for producing national intelligence. On November 13, 1950,
he announced the long~expected dissolution of the Office of .leporis
and ~stimates (ORK),I in which had been centralized (since the Agency's
bezinnings in 1946) most of CIf's research, production, coordination,
and disseminationecontrol work that went intc the three recognized
types of "national intelligence": national intelligence estimates;
national intelligence surveys; and current intellingence. In the
days ané weeks that follcowed, UE was replaced by three new production
offices, and among them the three types of national intelligence were
decentralized, as follows:

1. The funetion of national intelligzence estimstes (NIft's)
beceme the principal sctivity of a new, separate Office of National
Zstim:ztes (ﬁﬁﬁ),z announced on November 13, 1950, to take over (OR's

estimating functioning, The issistant Uirectors of (¥., during

1, o ; .
The forsal announcement did not actually say thsi 0:l was being

apandoned, but only tiwt its "designation” wes bein: changed to
office of .esesvch anc ieports, and that an Office of Mational
isbimates was bein. established simultaneously. (See Zeneral
Crder Wo. 37, Jonfidential, Mov. 13, 1950, emons records of
Jlrnagement Staffy, in I lecords Center.)

QSee Chagter 21X, below,

11 8
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Senersl Umith's adsinistration, wers {suecscnively] - 7ilira . Tanger,
from Hovember 1540 to sbout ‘scember 1951, and Tron 25X1A

Jarmary 1552 on.

2. The fumctiun of maticnsl intelligence surveps { 7178), which
n8d bewn Lhe prinelpsl activity of one of . 'a obher we jor components,
the hesic intxlligence iivision, wes brsnsfcriud, intact src undise
turbed ss & ivision, o & new ffice of‘ rasearcht snd ceports (O ’*"-)*2
The estatlivisent of Cni, like o, wsw srnounced on Moverbor 12, 1550,

3

‘n .pcester 150 Uil was sssignud three prinelpel precuction functiens,

lon Langerts eppointament, see Genercl Cuder Fo. 37 {vonfidenticl},
Nov. 13, 1550, #nd ‘enerel Urder Ko. 36 (Hecret), :sc. 1, 1950,
toth anong recerds of 'lsnagement 5L, in C1f ‘erords Center.

iriyinelly (in Cctober 1950) Cenersl Salth had planned to seek
the sorvices of fdmirsl [tevens or Tenerel Huebner, &2 nhasd of
CKT, so he told the intelligence ‘dviscry Sommittee meabers at
nis iirst meeting with them, on Jet. 20, 1550. (Sce *lough

‘raft" of 1:C minutes, Det. 20, 1650, in 0/.CIfd . files.)

B?ht sariiest reference found to ORR'a charter is cn lec. 1&,
1680, when “i11lisa . Jeckeen, DICY, snnounced {in the :71's
ptefl cunlerence) that (HR would have bhree srincival functions,
which he listed in the following order: (1) Tovleb &n Hatelw
1lite ccunomic intellijencey {2} the “i&p dvision (Tormerly L
Un2)y end (3) the letionsl intelligence survey (slsc formerly
in 00 )e in acdition, OHA would hindle "any other services
of comson concern thet md ht be directed by the [ retional 7
Security ouneil,” so Jockson seld. (Jee Blmiiml, “ecret,
fee. 18, 15503 in 0/ 01/
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of which nstionsl Lulelll cnce surveys was one. rennzth . Knowles

wio wad been in charge of this activity sinoce 194L7 servs& cortdmously

25 hend of the Besic T ntellirence ﬁivisiun during Oeneral mith's

entice sdninistration. iuring Zensral ‘mithts time the /fssistant

Sircetors éf ©owsre Thecdore Babiitt, nhovomber 13, 1950, to somg-

time in Jenn ler 195@;1 ax ¥ *1114xem, Joruary 1y51 to Herch 17, 1952;2

snd iobori Cmory, Jie, Lrom derch 17, 19582 to “whruary <3, 1953.3
3. The function of produeinz currant intelligence, previously

rllocated Lo OREwae rersserted as a 1/ vesponelbilit; alout Fovemler

lyﬁﬁ,h and wee sllocated on Janmary 15, 1551 to the newly estatlished

i°fice of urrent Intelllgence (.71). This (ffice reprusented a

lpneodore tabbitbuss redesipnated AD/0%¢ on Hove 13, 1950, by
Lenersl Urver so. 37 (Fecret). o srnouncensnt of his deperture
from i, nor the effective date ¢f his departure, hove been
founc. e weg sbill im char e, howevsr, as lete ss Jec, T, 1950,
when he mace sn intellisenee orerentation 4o the [1°C. hee
(i i=iwl0 {lop “ceretl, Dec. T, 158G, in o/ CI/EC.

20 foreal, repsrate announcement of “illiken's sp.ointment as
10/ui res Leen found., His name wes first snnounced on Jan. L, 1951,
when it sppeared (olon. with other officizls) in the latest 1ist
of 1° offieciels, {Sce Jenersl Crder Yu. 4O, ‘ecret.) Kor wes
his deperture from Givi, in ®areh of 1952, forarll; srnounced.

3fwcry's aopointzent 2nd departure as bifnoR were annocunced in
votize =182 (Tecret), derch 3, 1¥52, totice . =%=52 (Decret),
iny 1L, 1952, ond votice =h=53 (vecret), Teb. 19, l¥53. ‘mory
was re laced £= head of O by “tte ‘. Juthe on Feo. 23, 1953

see “otice . =he53 (Lecret), Feb. 1y, 1553, cited atovr.
h'ﬁnernl mith oressnied o2 proposal to the (420, on fov. 2, 1550,
for 1o estiulishment of en I*C srteh Jommittee, under ithe
chatreansti, of CI'e The wsteh Jomilttee wos sxpacted to roplece
voth tie Joraar "heck List Troup, formerly manaced by i,
snd the Jolnt Intelligence Indications “ommittee, which had been
gatsiblished by the Joint ihiefs of Staff, only very recently,
&iout VvU:f,u 7, 1950;. “ge ;("‘;{:“6 (TOQ becmt)’ IV ‘22.1’ 1950’
and T1'o=4=10 (7op Secret), Dec. 7, 1950, both in Gf.CLf5 v
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complicated merger end exponsion of warious CI/ activities which wrdl
1 A

 be éutlined irters” The key personnél;>'l'§ngervised siafs currint
intelligence functions duriﬁg the periau of General Smith's edodiu-
istrution were as follows: Horase 8. lrei,, it ssrvew Jirst as
caief of the tdvisory Council, from August to lete lLovemier 1750,

zud then as fsslslant Directoi 6f-the»succeascr nufiice ef Cpecial
Services", from late ilovember 1550 to sboutl Jrnusry i, 1951;2

Kin.pan Douglass, who served as As.istant Lirector of the Uffice of
cpecial Services, January L tc'IS, 1951, and then as iszistent
iirector of the Office of Curremt Intelligence, froam January 15, 1951
to July 12, 1952;3 and Huntington Sheldun, hLis successor as ‘ssistant

Director of CCI, from July 12, 1952, on.h

1See wnepter VIIY below,

zﬁn .raigt's appointments, see Jeneral Order lo. 31 (Secret),
*wie T, 1550, Ceneral Order No. 38 (Secret), Dec. 1, 1950, and
senerel Order Ho. LO (Secret), Jan. L, 1951, all amen; records
of Management Staff, in CIA Records Center.

3On Jougzlass'! appointment, see (eneral Urder Na. Lo (Secret),
Jene Ly 1951; and on his departure, see Hotlce 7=12=52 (secret),
July 10, 1%52. TFrom sometime late in December 1950 to Jan. 2,
1951, iouglass was referred to as a "consultant® tc the Ci.
(Ses, Tor example, Soe-He2, and 3, Secret, in 0/ICI/::.)

hOn sheldon's appointment, see sotice P=12-52 (Gecret),
July 10, 1952, cited above., He had joined Cii the month
vefore, in June 1952. (See blographic statument in OTR
course outline for Agency Uclentaiion Conference, Hov. 1952,
Confidential, in O/iCI/HL files.)
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ahat maxy have seemed like surprising aéruptness in the
reorgenization of Jii's netié@g;;intélligence functions after General
Sith come on duty secms actuéiiéiﬁﬁghive teen & mobler ol Llaing.
in cefense of the speed with which;ﬁh@ current reorgfnizﬁtion was
occurring; Mr. Jackson told the Assistant .ireciors, in é stalf
conferance in December 1950,1 thnt two approaches had teen considered
by Saith and himself in the fall of i950; a series of _radusl changes
to be extended cver the Tollowing eightesn months, which wouid have
been "less demoralizing than & rapid change,” or &n "immediate
reorgsnigation.” The 1&tter,.h§‘sa1d, was decided on, "in view of
the internstional situation."z,thckson did not reveal whai the

factors were in the "international situation.”

lxemarks by “illiam H, Jackson at DCI's staff conference on
Dec. 18, 1950, SC-H=1, (Secret), in 0/LCI/%k.

2Ibid. These mimutes (numbered SCT=Mel) were evidently the
first of ihe formally kept minutes of General Smith's
frequent conferences with his fAssistant [irectors. lNo
earlier minutes, before Dec. 1f, 1550, have thus fer been
found, which bear on the historically siznificent preceding
ten weeks, Cctober-December 1950, when Cencral Smith's
edministration of CIA was launched and when most of his
basic or:anizational decisions seem to have Luen made.
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Bven cursory observation df the world situation a2t the end of
1950 and the beginning of 1981, howcv'?,fiﬂives no doubt of the great
pressure that was necessarily felt‘ﬁy;the intelligence epparatus of
the . S. Covernment to contribute all it eould with the jreatest
possitle speed. It could well have seemed to those with the respone-
sitility that nothins could justifisbly be nostponeds In the words
of & ccntemporary document intended for the cresident, the director
of his Budget Duresu, and a few "clearq@ﬁ members of the Senate and
jouse of lepresentatives: the situstion with respect to "national
intellizence" under the circumstances ef 1950=51 was described as
follows:

"The recent cutbreak of hostilities ir Korea hss made
it necessary for the frency te intensify its estimates
of Soviet intentions around the entire perighery of the
Soviet orbit. In addition to the normel surveillance of
indications of Soviet preparations for its own mili-
tery effort, esch and every situation in the Far Easi,
as well as Tastern and Western ‘“urope, must now be ex-
amined continuously and analyzed systematically with a
view toward debtecting the capabilities, preparstions,
and intentions of Soviet Satellites to engage in
operations similar to the North Korea ag:ression.

in increasin: effort must be applied to specific
indications of Soviet intentions either to employ their
own military forces or to incur increasing risks

of direct military action against United Nations

forees by manipulation of other dominated pecples.

In addition to intensifying its surveillance of the
Soviet orbit, the Agency must concomitantly address
itself with equal attention to the non-Soviet political,
economic, psychological, and military pressures.

The ‘gency must estimate the potential of such
countries to support the United States in achieving
its objectives in the contimuing cold war with the
USSii snd the contingency of the cold war developing
into open warfare. Further, the Agency must provide
contimious intelligence a.praisals of U, S. objectives,
comnitments, znd risks in support of the esteblished
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policies of the United Statéi‘tcuard the nen--oviet

countries with regard to militery 2id, economic

casistence, the rfoint Four rrojren, #nd other measures

desi ned to strengthen the capab?lities of sich

countries against Soviet ajgression . . . oM

The “inturnational situation”, hﬁuever, wag clearly not the

whole reason for the precipitate changea»ia the orgsnization for
production of national intelligence that took place by Merch 1951.
Chan-es very wuch like these had been forecast for some time,
and therc had long been pressure on the ’ IA administration to meke
thems The cndorsement of the Dulles ieport by the Netional Security
Jouncil in the “orm of peremptory orders for chan;e within a gtated
1imit of time would normally heve resnlted in a drastic reorzanization
of Ci} to conform to the suggestion of the Dulles Jommittee long
vefore General Smith became Director. The orders of the N&C, however,
iad rot been carried out by Uctober 1950, at least to the satisfaction
of those needing to be satisfied. What had been happening instead
was a prolonzed dispute over the ‘orm and extent of actions that
wounld be taken in response to NSC demands, 2nd out of it had come
numerous suzsesticns and demands from several different psrts of the

Sovernment. Heny su;restions were outstanding, in other words, and

Genersl Smith #nd his colleagues naturally hsd ideas of their own.

l“Intrcductory Ststement" (Secret), p. L, of CI#'s iud et Istimate
for Fiscal Year 1952, Sept. 1, 1950, appended as tab D to CIA
Comptrollert's " listorical Notes . « o ," 15L5-1952 (Top Cecret,
TS £74650), in O/DCL/HS files.
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All of these (eneral Smith had to 1n;;rpcrate into some form of
reorganization that could not Qvll be incefinitely delayed.

‘ven so, the effect oftgistroying the major substantive
component of the Agency (Oif) and dividing its mein fuﬁctions among
three newly-created éfficea within tgﬁ‘space of ten weéks, was, of
course, disconcerting from the point of view of the disestablished
component, whose members had abpnptly to reorient all that they
had been doing over a apace of fbur years in accordance with the
new dispensastion. OSpecifically: :

(1) With the exception of fcgr officers brouzht in by the
Smith sdministration to deal with the prdblem of nationel estimates,
O8N consisted, for aevéral months after its cstablishment on Novem=
ber 13, of a complement withdrawnm from QﬁE.l In the uncertainty
that naturally prevailled for some time after November, thig group,
under its new chief, had to evolve the means whereby national
estimates could be produced updor the éh&nged circumstances of 1550=51.

(2) The Office of Research and Reports, for some time after
tHovember 13, was 1ittle more than the Office of Reports and tstimates
renamed. The same Assistant Director who had headed ORE remained

in office as head of (O?® until Jonuary. Decisions that eventually
| made of NiR a headquarters for research and production ir economic
inteliigence were not finally reached until after January. Under
these circumstinces, there was not much that the new Of fice of Hesearch

and ieports, as constituted, could do but wait for orders.

1See Cheoter IX, Lelow,
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(3) The Lffice of Current Intoliigence was not even formed
ag such until mid-Jaruery, bus the function of producing current
intelli:ence did not cease in‘ﬁhb:interim. £lthouzh most of the
current intelligence publications lately circulcted by the Office
of keports and Fstiméteo had been czncelled even _elore Hovember,
no orcder wss received to abandon publication cf the *"Dzily Summary"
or the "Daily Korean Summary", Both‘of which seem to ha%a been
required by the white House, The first became the res onsibility,
until Jaruary, of the Office of National sgtimates, while the
second was furnished through the facilities of the Uffice of negearch
and eports, The establishment of OCIvrepresented, amony other
things, a decision in favor of continuing current intelligence
production by CI/, even though the eneral circumstances of 1550~51
called for abandonin; it. The task, however, of.reassembling,
within 0CI, the elements thzt had formerly produced current intellie
sence for CI4, and orgenizing them for a similar function under
different orgenizational conditions, was one that would obviously

teke tinme,
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